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CHAPTER I
INTRODUCTION TO THE STUDY
The field ot education is in a state of constant flux
being influenced by world events, technological a. well as
scienti:tic progress, community pressures, and the continuous
re-evaluation by professional educators in the light ot
research and experience.

Nowhere is this change more evident

than in the altered role ot teachers.

Through their e:ttorts a

bold new concept is now e.erging in the educational t'ield and
this concept is the object of mixed reactions.

Many names have

been attached to it, but one of' the .oat popular is "Teacher
Militancy."

This movement is led by the American Federation of

Teachers and the National Education A.sociation.
Although teachers in the United States have joined union
groups since 1916. it was not until 1961 that unionism began to
exert a power:tul torce in the field ot education.

Until tbat

time, the National Education Association and it. aftiliates
were the dominant power.

A. this theme is developed in later

chapters. it will become evident that the National Education
Association at':tiliates have now adopted strong stands on many
issues ranging :trom salary adjustments to formulating curricula.
It appears that these strong stands are being taken by the
I
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National Education A.sociation as a result of member
National rederation of Teachers and as a means
recruitment of' new members.

1088

to the

oC/~acilitating

The proCessional literature cited

in this research atates this unanimously.
In the sprins 01' 1966, seven setH;:>l districts in Michigan
were struck by over 2.500 teachers.

These strikes were support-

ed by both the American Federation of Teachers and the National
Education A.soeiation.

One 01' the llroblems involved in dealing

with the.e strikes was the "intense open rivalry between the
two organizations and the extremely high and, in some

CaS4UJ.

unrealistic teacher expectations it engendered_til
It is also atated by the authors 01' these articles that the
goals 01' the American Federation 01' Teachers and the National
Education Association are essentially the same.

They both want

exclusive representation rights, a collective bargaining contract. and more material benefit. for the teachers,

As the.e

objectives are reached, both organizations strive for greater
influence in are.s that are historically the prerogatives of
the administrator.

This inflUence is desired in problems of'

clas. size, subject •• signments, handling of disciplinary si t'latioRs, and textbook selection.

lwesley A.. Wildman. "What f'roml:,ts Greater Teacher Militancy?" Americen Schoql Board Journal. CLIV (March t 1967). '1.

All evidence points toward an intensification of efforts
by both ot: the teachers' organizations, and there ,.is no doubt

that a re-alighment in the power spectrwa must occur

amon~

the

board of education, the administrative staff, and the teachers.
The object of' this research is to dete.Lmine the ef'fect of the
existing power struggle upon the role of' the school building
administrator.
The only research pertinent to this study was conducted by
Luvern Cunninsham and reported in a Seminar on Vrof'essional
Negotiation in Public Education at the University ot Chicago on
August , . 1966.

The present research differs f'rom it in that

an in-depth study of' the principals of' two cities was made
instead of a utilization of scattered responses from a three
state area.

The plan used in this in$tance should facilitate

the drawing of' conclusions and point out any differences due to
special local conditions.
Two approaches are utilized in this study.

The f'irst is

the search through current professional literature f'or the
opinions and experiences of' men who have been exposed to the
process of collective baraaining,

The second is the direct

interrogation. through the use of' a que.tionnaire, of' principal. in two cities who have known the ef'Cects oC collective
bargaining.
A aeries of questions was f'ormulated based upon conclusions
derived from a study of' current literature.

These questiona

were submitted Cirst to the superintendents of' both cities for
revisions and then to tour principals in Chicago (or weighting.
Each principal was aaked to give a credit of four to answers
which would moat likely be choaen by insecure, hard-preaaed
adJainistrators.

A weight of one was s":'ven to answers which

would most likely be chosen by administrators who feel aecure
and uuthroatened.

Values of" two and three would be accorded to

intermediate answera.

The questions pertaining to the six

hypothe.8es were scattered throughout the questionnaire to
minimize the p0.88ibility of influencing the responses and the
choices for each of the questions were mixed Cor the same
reason.
The city of East Saint Louis was one of the cities chosen
Cor this study.

It ia located in the southwestern portion of'

the state of Illinois near the Mississippi River.

It haa a

population of approximately 81,112 people (1960 census).

It

has two senior bigb sehools, four junior high schoo18, and
thirty-tour elementary schools (1967 figures).

The teachers of

this city bad granted excluaive bargaining rights to the East
Saint Louia Teachera' Local 1220 in May, 1957.
strikes in Hay, 1964, and August, 1967.

There were

A strike was averted

in September, 1966, by the granting of large wage demands.

More

complete information about these strikes will be found in the
aPl)endix.
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The city of Joliet is the second city chosen Cor this
study.

It is located in tbe northeastern portion/of Illinois
It has a ,Population of' 66,780 people

near the city of Chicago..

(1960 census)..

It bas three senior high schools, one junior

college, three JuniQr high schools, and twenty-three elen•• ntary
schools (1967 figures).

There is no exclusive bargaining agent

for the 'teachers in Joliet.

There is instead. a Teachers

Coordinatiug Commi ttee of the Joliet Educatioll Association and
the Joliet Federation of' TeaChers. Local 604.
contract and no negotiations as such.

There is no

There are instead annual

negotiations relative to all IBatters pertaining to tbe profes ...
sional staCt' and these deCisions are incorporated in the rules,
regulations, and policies 'Of the Distriot.
arrangement is found in the aPI»endix.

The wording of this

The Elementary School

lJistrict 86 of Joliet has not experienced any strikes.

Its

neighbor institution, the Joliet Township High Schools and
Junior College District 204 had a strike in 1966 but this
district was not incorporated into this study.
In order to investigate the attitudes of' the principals in
these ci titus toward collective

b~rgaining

and their changing

roles. the f'ollowing hypotheses are formulated for investigatior.
in this study:
1.

The role of' the principalship is now being diminished because thtsmiddle level of' administration
is not reljreaented at the bargaining table when
agreements are reached between the teacher groups
and the board of' education.

6
2.

Th. principals feel that their administrative prerogatives are being divested erolD them and this
situation is leading to a deterioration ~~ rapport
between them and their teachers.
'

,.

The prinCipals are abandol'ling their tradi tional
role ot aligbment with the superintendent for an
independent course of action.

4.

The principals are employing barsaining techniques
in dealing with their teachers and tbe teaChers'
delDands.

,.

The principals will indicate a need for specialized
training in bargaining technique • • s a background
tor them•• lves and {'or tuture adtDinistrators.

6.

Principals feel that their role is most likely to
dim1n1sh greatly 1n the future due to collective
bargaining and tbe increased lDilitancy of their
teach~rs.

Hypotbesis One
The f'irat hypoth4J.e.is deala with the desree to which principa1s tee! secure :in their 1."01 • • s building administrator••
no the superintendent and the board ot educatioB appreciate the
value et the principals to tbe school system and are they aware
of: the problem.s inherent in the position ot a _chool building
adrninistra+.or?

D")

the higher adtttinistrativepersonnel Ceel

that principals can solve these problems

e~Cici.ntly

if the

latter are not represented at the bargaining table when agreeIDents are reached between teacher groups and the board 01'
education. agreements whicb may negate or change the scope ot
school

a~inistration?

It is a.aumed that the principals teel

f"rustrated in this situation and that they strongly resent being
put into the same position as that ot middle management in

7
industry.

In this position tbe building administrators have no

voice in decisions which directly affect them.
Only one article was found in which principals were mentioned as having a role to play in collective bargaining oegotiations.

In tbe article Calvin Grieder says:

••• tbe superintendent should not be allowed to stand
alone as the representative of manacement, and I
mean literally alone. Rather he should be the bead
man of' the administrative corp. of' the school system.
This manage.ent team includes associate and assistant
superintendents, directors of' div~sion. and bureaus,
and principals--in short, all who have administrative
rosponsibili ty t2~UI dist1nguished from staff

responsibility.

The second hypoth.sis deals with the de.eneration of
rapport between the principals and their teachers.

The conten-

tion is that the needs and the interests of the principal. are
not being considered and when expedient to do so, are traded by
the sUJ}erintendent and/or the board ot education to pleaa. the
teachers.

As a result, prinoipals are expertenciD. a sense of

alieDat.ion and rejection from their teachera.

The teachers

have become more inaiatent upon their real or presumed rights
under the negotiated contracts and becau •• of this, they are
lIlaking the administration of the schools more difficult for the
prinCipals than 1s necessary.

2

Calvin Grieder. "Superintendenta Can't Face Union
Bargaining Teams Alonu. 1f Nation', Scbools, LXXVIII (July, 1966)
p.

6.

8
Hypothesis Thrll
The third hypothesia deals with critical
the orientation of the principal in conflicts.

iss~s

such as

Should he up-

hold the superintendent's position .a tradition haa dictated,
should he be completely nonaligned?

0

what ends are moat impor-

tant to his teachers and how is the principalahip affected by
theae ends?

It appears that principals are abandoning their

traditional alignment with the 'Superintendent in favor of an
independent course of action. on their own behalf.

They appear

to want an independent bargaining ,roup of' their own and that
group will then expect to have a representative pre8ent during
collective bargaining 8888ion8 between the bonrd of edUcation
and the te.chera.
"lEothesis FguS;
The 'fourt.h hypothesis is that of' approach in worfdng with

the teachers.

How can the principal f'urther the educational

program in his school when he meets with groups of his teacher.
to resolve their problems?

It is expected that the accumulated

data will indicate that teaohers must be dealt with f'irmly and
with as :few commi t.ments
rnanE\gement. courses.

tUI

possible t as is suggested in 1a1>or-

The data will. also be expected to reveal

that. the milit.ant teachers w1.th whom the principl\ls rnuat deal
with are young. aggressive people who are :furthering their own
f'utures and with whom eare must be exercised to prevent major
inCidents f'rom occurring.

9
HYfothea,. 'ive
The titth hypothe.is i . that ot

co.petencie~h/

It .'tatea

that principal. lack the necessary qualitication. to be etfective in a collective bargaining .ituation.

Thi. would bar

school administrator. from participating activ.ly in coll.ctive
bargaining •••• ion. when issues are being di.cu •• ed between the
board o£ education and the teacher.' group.

Th. qu.stions

should indicate. however. a .trong de.ire £or .ome rep"fu.entation by the principal. when such talks are being held so that.
although actively not participating, such representation would
be the channel through which communication would be maintained
from the principals to the prime necotiatora.

The lack of

formal education courses in bargaining techniquea is expected
to be indicated to be a disadvantage not only because it prevents full participation in collective ne,otlatlona on the
highest levels but alao because the lack puta prinCipals at a
disadvantage in working with tbelr IRore militant .ta1"1"a.

It ia

theretore expected that principala will recommend the need for
labor-m&nage.ent couraes

a8

pert

0('

the acadeaic backgrounds of

f'u,ture principals. in addition to the training being given
currently.
HYpothesia

S&.

The sixth hypoth.ais deals with ultimate reaults.

from the

principals' point of view, who in the scbool system i8 most
likely to have a diminished role in the future of education?

10
Do principals feel that they will sradulltlly be divested ot' their
authority?

If they Ceel that their role is changi,)'lg,what is

the best way to maintain their status in the school system?

The

assumption is that principals will indicate that it is their
role which is diminisbin, in importance and that the best course
of action is to attempt to keep the teachers' demands from
becomlng excessive.

CHAPTER II
EVOLUTION OF COLLECTIVE 8ARGAINING IN EDUCATION
Hlst2rloal Aseeots
Until late in the nineteenth century, organization ot
workers was considered to be against the best interests ot the
country.

This attitude dated back to the Middle Age., when men

were forbidden to organize and pre •• tor their rights with
employers due to the decimation ot the labor torce by the great
plague. which swept Enlland and the continent.

Workers were

scarce and every one of them was needed to alleviate the
shortage.

Because work would stop entirely without workers,

vagrancy and anti-loitering statutes were strictly entorced.
Workers were legally forbidden to band together tor the purpose
of seeking improvements in work in, conditions and increased
economic rewards.

Violations ot the anti-collective action

laws were held to be criminal conspiracies and harsh penal ti.e.
were meted out to violators.
Later, in America, the cri.e or conspiracy was eventually
reduced to the les •• r tortious act amenable to injunctive
relief.

The courts then considered collective action on the

part of the workers a tort against the employer who might

11
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aucc •• sCully petition th. court Cor an injunction against such
po.itive action aa work atoppag., picketina, the s,:trike, and
similar labor activiti •••
The Sh,tmln Antiirs.t Apt. 1890
In 1890 the Sher.an Antitrust Act wa. pas.ed by Conar••••
It wa. d.signed to break up combination. oC capital and to
eliminate monopoly control oCthe national economy in order to
en.ure Cree competition.

Althou&b not intended primarily to

r.strict union activities, it had that eCCect Cor some time.
Nothing in the Act specifically excluded labor unions Crom legal
jurisdiction and this omi •• ion enabled tbe court •• including the
Unit.d States Supr.me Court, to apply the Sherman Antitrust Act
to bu8in••••• and to labor UIlions.

The act thus prevented the

union. Crom picketing and instituting boycotts which af'fected
interstate commerce.

lb' RailER"

Labor Alt.

1926

In 1926 Conar ••• pass.d the Railroad Labor Act which w.s
Cavorable to orlanized labor.

A,lthouSh it applied to only one

indu.try, the railroada, it was a major development and the
inception of more favorable union policies.
Act

~laranteed

The Rai1road Labor

the right oC railroad yorkers to join unions of

their choice and Curbade t.he eo-called "yellow doS" contract
requirins new employees to promise not to join a union or to
participate in a strike during their employment with the
company.

13
The Norris-LeGu!cdie

~ct,

19'2

The Norris-LaGuardia Act, passed in 19,2,
encouragement to labor unions.

pr~Yided

another

In the policy statement of the

Act, Congress declared that the bargaining power of the
employees must be equalized with that of manage.ent throu,h the
right of the 'Workers to organize.

Beside. granting the worker

the right to join a union, the Norris-LaGtJ.ardia Act stated that
no agreement deprivina him of that privilege could be enforced
in federal courts.

This act did not prohibit injunctions

against unions in labor disputes, but it did render them more
difficult to obtain.
The Nationa, Laber RelatioB! Act, 19"
The National Labor Relations Act, or the Wagner Act,
passed in 193', was Cavorable to organized labor.

A unique

feature of the Wagner Act, not found in any previous legislation, was a statement and definition ot unfair labor practices
f'orbidden to employers.

A.nother significant section specifi ...

cally provided that representatives, chosen by the majority of
the employees tor the purpose o£ collective barsaining, should
exclusively represent the workers in the unit.

The National

Labor Relations Act also declared that closed shop contracts
with employers were legal provided they 'Were entered into with
a labol" organization representing the ma.jority of'the amployeea
in a unit.

The National Labor Relations Act })rovided Cor an enf'orcing
agency, the National Labor aelations Board.

The Board was co.-

posed of' three presidential appointees and later it wa. expanded
to five by the Taf't-Harxley Act.

The Board was e.powered. (1)

to determine the proper collective bargaining representative in
an employe. unit, (a) to investigate, conduct hearings, and
decide charges of' unf'air labor practices, and (,) to order
employers to cease any labor practice it f'ound to be un1'air.'

The National Labor aelations Act specif'ically excluded
public employe.s trom its provisions, thus denyin, to tbem the
benef'i ts of this process of settlins problems of' .age., hOl.lr. t
and cODditions oC work enjoyed by workers in the private
sector. 1t
Other Simi[lclnt Act.!
In 1961 tbe legialature of' the state of' Wisconsin passed a

law which recognized and guaranteed the right of' public
.mploy •• s to organize and barsain collectively with their
employers.

The act is specif'lcally applicable to school

districts.

'''Labor ....Manasem.nt Relations t·t The Thirty-Ninth Discussion

and Debate Manual. The Forensic Quarterly, XXXIX (April, 1965),
p. 21t.

It ... Cheater Nolte, nTeachers Face Boards of' Education
Across the Bargaining Table Lel.lly," "'ra.rlcan Scb201 Boers!
CL (June, 1965). 10.

iourpeA.

Another signi£icant development wa. the January. 1962,

l'

f'o~,recognition

executive order by President Kennedy providing

of' collective bargaining by orcanization. of' federal employees.
The right to .trike and the union shop were forbidden.'

Court decisions and executive orders indicate that in the
majority of the .tat.s publio employee. have the right to join
organizations ot: tbeir own choosinS.

In

SOlD.

IItat.s, school

boards are forbidden by statute or court or attorney generalsopinions to enter into collective bargailling arrange.ent. with
their employee..
.'Hi

Alabama. l"lorida. Georgia t Maryland, Texas,

West Virginia are examples of such .tates.

In Nortb Caro-

lina, public employe •• are prevented by law t'rolll Joining labor
organizationa.
In South Carolina .unicipalitie. have been empowered to
enact ordinance. prohibiting union .e.bership.

Indiana do.s no

f'orbid organization but collective agreement. negotiated by
public employers and employee. in that state do not, according
to an attorney ,eneral t 8 rul.:ln.h enjoy le •• l status.

Similarly

in New Mexic:o, public or8anizations are authorized to negotiate
and consult with their employer. but the .mployer has no
authority to .nter into a collective bargainiD.S

,

Ibid., p. 11.
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agreen}(mt with them.

6

In June of' 1962, the custodial staCt" sued the/Board of'
education of' \tIich1 ta, Kansas, for an election which .ould

determine whether their union, affiliated with the American
Federation of' I,abor, could bargttin :for them.

The board re:fused.

saying that it wall not an "employor" under the Isbor relations
lal~

of' tha t s ta t; e •

or

ansas. 7

Iif
.I....

In

196"

The board was uphel d by the Supreme Court

the Rhode Island Supreme Court recognized the

right of' teachers to make collective demands and, contrary to
the connon law, recognized the right of employees to engage in
concerted activity for the purpose of' llresenttng their demands
more efCectively.

Althou5h such rights of' organizations wera

not directly provided by common law, the Supreme Court ot Rbode

Island began to recognize advances in public policy with regard
to the intrinsic aspects ot common law.

Within the common law

context, it became evident that such orcanizational rights
existed inherently.

Fundamentally. there appear to be two general categories

of legislative acta.

One category is illustrated by the
$.

6Robert E. Doherty. nTh. Law and Collective Barlaining for
Teachers." The TIIShe,s CelltlO RtC2Es" LXVIII (October. 1966),1.
7M. Chester Nolte, "Is the Board an Employer Under a
State t • Labor nelations Law?" Ame,&cIP 59;9001 hIEd J9upel,
eLI (September, 1965), 10.
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statutes in Wisconsin, Massachuaetts, and Michigan which
include teachers along with other groups of

publi~

.mployees.

These act. utilize state labor boards to determine bargaining
units, establisb election procedures, alld initiate methods of
resolving negotiating impasaea.

They tend to exclude adminis-

trative personnel £rom bargaining units (as stated in hypothesi.

six on page six of this work) and they list .s

bargail~ble

ilisues .only wag@St houra. and other condi tiona of .iaployment.
~hes0

statutes are patterned after the industrial example,

wll(}rein tho maJority of' the employees are blue-collar workers t
and 110t J,irof'es.1oual.l.y tra.1ned personnel.

Furthermore, these

acts basically establish ihe principle of collective barsaining
and then create the mechanisms whereby the principle can be
illlplemented.

Since the labor boards have broad experience in

coping with problems emeraing from employment relationships in
private industry, the les1slators consider them to be the
logi.ca1 choice for administer1na the law as i t aPI>lie. to
public employees.
1110 other catee;ory of legislation includes statutes aucb
AS

those in Connecticut, Oregon, "'ashinaton, and Ca11£orn1a,

which limit coverage to certificated scbool •• ployee..
utilize

edUCi:l

Tbey

t10n or ad boc agencies f'or unit determination,

election procedure and impa.se breaking.
Tbey stipulate that the subject matter of' barsain1ns shall
encompass such non-work items as curriculu~t textbook

18
selectioD, in-service training, and student teaching.

The

legislatures in theae states thought i t be.t to separate teachers 1'rom other group. of' public e.ployees, evidently believinl
that the employment relationship in public education is so
signiCicantly dif'f'erent trom that of other types of' public
employment as to warrant separate treatment.
CaliCorni. has an entirely ellf'rerent approach to the
.ituationt one which is being watched with interest by states
contemplat.ing

le~i.lation

by teacher..

Cali.tornia is the only state which provides tor

in the area of' collective

uproportionalU representation.

bar~aining

Certificated school employees

are represented on Cive-to-nlne-man negotiating councils 1.n
proportion to the membersbip strength of' tbeemp10yees' organization..

This mearUiJ that, in a school aystem with nine hundred

"organized u employe.s,

III

negotiating council mi,;ht consist of

one member from the Adminiatrators' A.sociation and four membera
each Crom the National Education Association and the American
'ederation of' Teacber..

This concept bears out hypothesis three

(on page six 01' this work) whi.ch indicates an independent course
of action tor administratora.
The union is now boyootting the negotiating councils, and
the National Education Association af'Ciliate shares doubt. about
the implementation of' thi. statute.

The two groups, union and

a •• ociation, would have overlapping jurisdictione or c1a8siCicationa of' employees t:ryinl to negotiate an agreement.

Tben. if'
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agreementa could be reached, the proble.s of administering tbem
jointly would be burdensome and inefficient.

The .onaenaua of

opinion expressed by the authors investigated indicates that,
in their estimation, ha.ving a sole barsainins agent with whom
to deal is preferable.
There could be the additional proble. of teachers aeeking
tbe organization that i8 willing to make the strongeat antiadministration posture.

The handling of grievances I'Right tben

become seriously hampered.
As can be determined, the prime advantage of Cali1'ornia's
system is that it provides tor representation o:f tbe minority
organization.

Aa haa been demonstrated in New Rochelle, New

York, the majority organization do.s Dot always enjoy tbe
privilege of being in tbe majority.

Moreover, tbe minority

group, (1) could have the privilege of requesting elections .:from
time to time, (2) could bave the risht to aubmit proposals to
the board,and (,) could be heard.

The minority group would

always have tbe recourse to publicity when obJ.ctions arose as
to the acti.ons

0" the majority organization.

Coll,ctiv. 8'raaiginS G.ft,rallzati2g8
Altbough there will be .xception., aome generalizations can
b. dra'WJl whicb will cover the subject of collective bargaining
tro~ the legal aspect.

1.

They will be explained briefly.

Teachers and other school district employees are .:free

to Join protessional aa.ociations. labor unions, or other
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organi?ations even though no statute specifically gives them
the right to do so.

Any statute to the contrary

w.~ul.d

probably

be unconstitutional because it would violate the First Amendment
to the Constitution ot the United States which permits the right
to asu5emb1e.
Although a state may limit or circnmseribe the right of

organization Cor certain purposes, it is widely assured that
blanket prohibtt.ion aga:!.nst public employee organizations would
create grave constitutional difficulties.

The trend is in the

orrosite direction.
2.

In its re10tions with ita employees, a school board

cannot fmter into lin

agre~ment

that has the effect of' contra-

dicting a statute or constt t.utional provision.

Laws that

establish tenure or fix pension rights control cannot be superseded by negotinting agreements that
servi.ce laws be altered by collective

3.

con~lict,

nor can civil

bar~ainin~.

',nere laws provide :tor exclusive bargaining rights by

an organization, a school board cannot enter into a union
security agreement..
beCaUl!!h"

The union cannot negotiate for non-members

this action would thereby deprive the independents of"

th('ir constitutional right to petition the government.
A "union shop" or "union-security" provision in

fA

collec-

tive barg,':dning agreement between the union and the employer
.totes tb~t all employees must join the union within thirty day.
atter being hired or lose their positions.

F~deral laws permit
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such a requirement although the state. have the option to adopt
"right-to ...work n laws which :forbid such an agreement between an
employer and a union.

At present, nineteen atate. have ttright-

to-work" lawa which make moat nunion-securityt, provisions
illegal.
Where the union shop is not aanctioned, i t ia reasoned that
requiring union membership as • condition o:f public employment
is irrelevant or inconsistent with the concept of merit.

Court

case. in .e...er.l .tates indicate that it is illegal for a board
of education in tho.e jurisdictions to sign a rigorou8 union
security agreement.

A number of atates that recognize the

right of public employee. to join labor organ.izations al.o provide for the rigbt not to join in the same law.

In at least

ten states, the use of union-shop provisions in public employ.entagreements haa been declared illegal by law, court deciaions, or attorney s.nerala' optnions. 8

It.

I)ues deductions from union members· checks i8 a f'airly

common practice, and numerous state and local governments have
legally authorized payroll deductions tor public employees.

5.

There i8 a trend toward the relaxation of' the concept

that boards of education cannot enter into collective bargainin

·creementa or aubmit dieputes to binding arbitration because of'

8

Le. O. Garber, "These Ten Principles Control Collective
Barcaining,H Nation'! SSb226't LXXVI (September, 1965), 67.
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the traditional feeling that this is tantamount to relinquishing their authority to others. 9

/

"

DohertylO suggests a model statute which, in his opinion.
would be equitable not only to the barsaining agents. but also
to the general public.

He believes that the rollowlng could be

incorporated into a legislative act:
1.

Eapower the school board to enter into collective
barsainina contracts.

2.

Permit exclusive representation with the representative to be determined by a secret ballot election.

,.

Authorize the state labor relations board to conduct
the election.

4.

Separate public school teachers from otber public
service personnel in the statute becaus. of their
unique advanced training and because ot the nature
of the problema with wbich they must deal.

5.

Indicate that the scope ot the bargaining should
include working conditions and profe •• ional mattera.

6.

Provide some sort of an alternative to a strike so
that teachers will not be forced into a law-breaking,
last resort when an impaa•• is reached.

9Wesley A. Wildman. IlLegal Aspect. of: Teacher Collective
Action," Theotl 19$9 Practice, IV (April. 1965), 55·59.

10

Doherty, 12c,

cit.,

pp. 6-10.

Membership in teacher organizations does not include the
right to strike as a method for carrying out the 4emands of'
sucb groups, althougb strikes bave been occurring in greater
numbers in spite of the restrictions against them.
The preceding pales bave dealt witb the general organizing
rigbts of' teachers but basically they also apply to principals.
There are organizations in every large city to whicb principals
belong,

Efforts are now being made by these large city groups

to aff'iliate into a nationwide organization of principals
strivinl toward common goals.
in Chicago during the swam.r of

Initial meetings are being beld

1967

to lay a foundation

1"01'

sucb an organization.

The

Oileme, of V.iOnl
Tbe rigbt of teachers to organize is still not universally

accepted, but tbe trend is obviously in tbat direction.

Since

this is tbe case, the American Federation of Teachers has becom
atrongly competitive with the National &ducation Association.
Public school teachers, besides being public employees and
thus subject to legislative and other trends aCCecting this
aignificantly large work force also occupy a strategiC position
in the labor Coree in that they are 'White-collar and proCes8ion

_I employeea.

The unions need tbe••
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In 1967 there were far more people to be unionized but yea
after year a smaller percentage of them is to be f9und in union

1945 the unorganized work force has increased three and a

Since

half times as fast as union membership.
The long-standing goal of the American labor movement bas
been to achieve more densi.ty of trade-union organization, simi ...
lar to that of the one of two eligibles belonging to Britisb
unions and the three out of tour unionized in Sweden.
At present, however, there is les8 density of' organization,
rather than more.

Responsibility for this condition haa been

placed upon union leadership which is being characterized as
"too much concerned with the old daY8 and too bU8Y trying to f'i
new situatioDs to old f'ormulas. with little success. nll

In

spite of the unions' poor public image, it. disunity, and
current legislation which makes organizing more di£ficult the
state of criais is most primarily a result of economic conditions.

About

8,% of the union membership has always been highl

concentrated in blue-collar or production-worker fields.

Since

there has been a steady decline o£ employment in the blue-colla
occupations due to automation, a corresponding decline is
reflected noticeably in union Inember.hip.

Even with the improvement of our national economy bluecollar union membership is not expected to make marked gains.
llJosePh A. Beirne-President of the Communications Workers
ot America, Collective BgrSfln&e& Ind Pub~'c ¥!E'2yeea, AFT.

2,
More plants are shi:fting into small communities and areas where
opposltionto unionism has been strongest.

Beside., employment

is ri.ing in the proCessional, technical, and clerical groups
and in the service trades.

Because of these t"actors and because

of' their trad1.tional reputation, that of being organizations
for blue-collar workers, the unions have had diff'1culty in
increasing their memberships among the white-collar workers and
yet they must do so if they are to continue to gain strengtb. 12
necause of the increasing numbers of' teachers and because
of the prestige that may be attained through recruiting them
successfully, organizing teachers clearly becomes a major goal
in union activity_

Trade unionists hope that, if a relatively

high-status, prot"eesional, white-collar group, sucb as teachers
can be organized and can achieve bargaining gains, then the
reluctance of other white-collar workers to identify and

&S80-

ciate with t.he predominant.ly blue-collar image of organized
labor may be significant.ly diminished. 13
The extensivn ef't"orts of' the American Federat.ion of' Tea ....
chers to organize teachers are being met by tho National
EdUCation A.sociation and the ensuing consequence is that the

12Edward 1'. Towneend, ttl 8 Tbere a Crisis in the American
Trade Union Movement?," lb' ANa",!. CCCL (November, 1963), 7.
T
1'_.sley A. w'ildman, "Collective Action by Public s,~bool
·aChera,1t Industi'tl end Labor R!latigns aeyi!". XVIII
(o
etober t 196~). '.
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two groups are becoming increasingly more synonymous, with :rew
diCferences other than the choice of' vocabulary. 14 /
William G. Carr, in his article for the National Aa.ociation of Secondary School Principal. Bulletin st.t.a that, for
many reasons, professional educators should resist the organizing #11ovement of' unions.

tt. contends that the beat interests

of the educational staf:! conflict with the primary motives of
unions.

He says.

In AUlust, 196" at its conventioll, the American
Federation of Teachers directed i t . af'filiate. to protest to school board. purchaaing school textbooks
published by the Kin,sport Preas in Kingaport. Tennes.
aee. An unreaolved labor dispute of many years' atanding continues in that plant although the National Lahor
Relationa Board has not aupported the uniol! position.
The American Federation of Teachers distributed a
blacklist ot.' one hundred seventy education te:xtbooks
to deleaatea. In Cleveland thea. books were not
ordered although no principals or teachers were consulted about the value ot the books, the accuracy and
scholarsbip of their content., or their relevance to
the instructional program. A deci.ion concerning textbooks f'or tbe achools of Cleveland, Ohio waa determined
by the f'ailure of' a tYPo8raphical union in Kingsport,
Tennes.ee to ,aiD its obJectiv••• I '
Criticism notwithstanding, teachers are joining unions.
In the early part of' the twentieth century, the teacher who

11&

Leslie HuSh.s Browder, Jr •• "Teacher Unionism in America.
A Descriptive Analysis of the structure, Force, and Membership
01' the American Federation of Teachers," (Unpublished ~d. D.
Di •• ertation, Dept. of ~ducation, Cornell University, 196,), 80.

l~William G. Carr t nTh. Principal'.8 Role in k'rof'eseional
·.aotiations," NASS'}) Bu.J.lltin. C (April, 1966),

'o.
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joined the union vas dis.is •• d a. an agitator, while the courts
upheld the boards of education in their action.

A,.,I"'elatively

lon, period of t~e elapsed (fro. 1916 to 1960) before the
American 'ederation ot Teachers _raa,ed to ratae ita .embership
to sixty thousand.

Yet. this f'igure represent.s only about tour

per cent of' tbe nation's total instructional staf'f.
same

p~riod,

Within tbe

the National Education Association had ,forty-aine

per cent of the total number on its membership li.t.

In 1961. developments reached a tumine point.

During an

organizational election in New York City, the union deCeated the
National Education A.sociation affiliate and became the sole
bargaining asent Cor the teacbers.

Since that time, the

National Educatioa As.ociatioD ha. been struggling to regain
former members and to attract new one..

The rigorou. rivalry

between the two groups has paradoxically resulted in produciag
two almost identical organizatioas, stridently proclaiming their
vares betore the teacbers

o~

America. l '

In 1965 when the teacher. o~ Rocheater, New York. pressed
the board of education to hold an election to determine the
excluaive representative oC all tbe teachera, the following
.tatement reveals the reaction they received from the state
••• ociation with vhich they were atfiliated.

-

2B
Dr) to this point, we had acted wi thout prior
notification to or consultation with our state association or the Nationill Education Association. .Once the
news was out, however, the reaction from the National
Organization was enthusiastic. Almost immediately they
supplied us with tOl>Rotch legal and professional organizational assistance. The New York State Teacher.
Association also expressed a willingness to help.17

In the election the board made the stipulation that no
person who evaluated the teaohers would be eligible to take
part in the eleotion.

This restriction was the board's contri-

bution toward the cleavase oC prinCipals from their teachers,
firmly setting prinCipals in the ranks of administrators.
Although the group wa. opposed to dividing the proCession
between administrators and teachers, it bad no choice but to
accept the decision a.s a temporary measure.

In this instance,

the demarca,tion between teachers and principals was enunciated
by the board oC education rather than by the teachers'
organization.
During the campaign we received tremendous suppert rrom the New York State Teachers Association and
the National EdUcation Association. Both supplied
trained personnel to help us with tho huge organizational jub which needed to be done. The campaign was
ft fine example or team work at all levels of the proCessional .ssociation and the final vote was almost
two to one 111 our Cavor. 1S --Arnold Cantor.

l7Arnold Cantor. ltjj;lection and Negotiations in Rochester,"
N~ Journ~1. LlV (September, 1965). a2.

18lbid •• p. 2'.
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It should also be noted that the same resources are available to an organization member when disputes arise,. with principals.

Thus, it is essential f'or a principal to

veri~y

his

facts when be mak.s decisions which "light. later be subject to
misinterpretation and appeal.
Again in 196,5, the concept of' teachers and administrators
separated in different organizations was promulgated.

An

article by Arthur H. Rice 1 ? reaffirmed t.hat, although the role
of the superintendent i . not clearly deCined becaus.the
situation in collective bargaining is in a state of Clux. one
thing is certain.

The teachers do not consider the superint.n-

dent to be a champion of their rights in negutiatioDCl.

As i t

is pointed ou.t firmly in this article. the American Jt'ederation
of Teilchers inlJists that only claahirooll.l teachers t counselors,
and departrnent heads should vote for a teachers' representative
and it demands that principals, aaaistant principals, directors
and other l>ersons having similar administrative responsibili tiel
be denied the right to vote on this iasue.
poai tion :.La

in

&Dally W3;YS

.l\U

Clearly, this

acceptance of' the labor union principle that

l~rolu

other meul'bera of the teaching profession.

The article also supports the conclusion tbat principal. are

-

oonsidered to have interests in opposition to tho.o£ teachers

19

..
Arthur H. nicG t "Wl1Y Teachers Do Not Accept the Super.Iltendent as Spokesman," Natioo's ScbogA', LXXV (April. 1965),

-

.,9.
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and. thereCore,

shou~d

not be included in a teachers' bargaining

group.
The cbange in the teacbers' spirit and the increased competition forced both tbe National

~ducation

Association and the

American Federation of Teachers to attempt to develop highly
visible agreements as showcas.s Cor the bene£its to be gained
through affiliation with their respective organizations.

20

The status symbol, the written agreement, whether achieved
through negotiations or through collective bargaining is first
in the order of importance because it is written proof tbat the
teacher organization is working tor its members; it is a viable,
tangible, negotiable reason for joining tbe organization that
has gained desirable benefits.

Teacher organizations must have

members to maintain their existence and power.

Unions and

associations must produce contracts or board policy changes to
gain and keep members.

21

Generally speald.ng t a negotiations agreement t

1.

Officially recognizes the responsibility of the board
and the administration to bargain in good £aith with
the teachers.

2.

-

Identifies the topics that are considered negotiable,
such

a8

salari •• and working conditions.

20John Hopkins, tlA Review of Events in Professional Negotiat10ns," Theory Into Pr,ctice, IV (April, 1965), 52.
21
If
Virgil E. Blanke, tlTeachers in Search of Power,"
Meational FsU:u.nt. XXX (January, 1966), 2,4.

'1
,.

De1'ines the coml>old. t10n of' the negotiating bodies.

4.

Specif'ies negotiating procedure and delineates the
superintendent's role during negotiations.

,.

Contains provisions 1'01" action in the event 01' an
impasse between teachers and the board.

The teachers, many of' them dissatis1'ied with inadequacies
of' salary and poor working conditions of' long standing, are
faced witb the two similar organizations vying Cor their membership dues.

On the one hand, are the statutes which f'orbid

them to strike when their negotiations reach an impasse, and on
the other hand. are the organi.zatioJuJ which insist that their
members strike or impose sanctions in order to create pressure
on the school board.
David Selden,22 Assistant to tbe President of tbe American
rederation of Teacbera, is very emphatic about teacher striking.
He contends that closing the achools during a

strike 141 not any

.ore damaging than closing thelll tor the usual spring recess or
-u.mmer vacation or any of the customary holidays.

Intact, i t

1_ his opinion that, at least when the children return atter a

-trike closinl. they will find better and more inspired teachers awaiting them.

22

DaVid Selden, tlNeeded, More Teacher Strikes, r. (Flyer
".printed from the S,tMl'dlY Revi,.,. May 15, 1965>, AFT.
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He concludes that in lieu of a strike there are four
possibilities--all of them much worse than a striM.Oisputes
could be bettled by:
1.

Continuing the status quo which would lead to greater
dissatistaction among the teachers.

2.

Waging a cold war between the teachers and school
authorities.

~.

Initiating political action, which is slow and
uncertain.

4.

Arbitrating which he declares will endanger collective
bargaining because both sides will inove slowly, hoping
that the arbitrator will favor their particular
position.

Myron Lieberman, Chairman ot the Division ot Vrotessional
Studies. Hhode Island College, writes in regard to teacher
strikes:
••• even in jurisdictions where a strike is illegal,
there is no convinCing evidence that teacher strikes
have had any lasting impact on students because of
the illegality factor •
••• it is hypocritical to argue that teachers must not
be permitted to strike because such strikes would
endanger public safety or weltare while simultaneously
supporting the right ot other groups to strike in situations that constitute a §ar more serious threat to
public sa~ety or welfare. 2

23

Myron Lieberman. uTeachers' Strikes: Acceptable
Strategy?," l)hi Dilta !ePRlD, XLVI (January, 1965>, 238.

"

Unlike many other union men, James Mundy, Director of
Organization at the American Federation of

Teacher~

states that

the use ot the strike by public employees will probably not be
too extensive for two reasons.

The tirst is that most states

and the tederal government deny them the right to strike.

The

second iethat the governmental body doee not lose revenue when
strikers are not paid.

The net ettect of the strike upon the
24
governmental body ia not an economic one.
Mundy does not take

into consideration the aspects ot inconvenience and public
pressure.
In opposition to strikes is the article by W. A. Stumpf,
.Proi:~essor

of Education, Duke University, North Carolina.

In

reference to strikes and sanctions he says:
'l'his aPl!roach. new to the teaching proCe.sion. refJresenta a repudiation of faith in educationl it disavows
the belief that facts communicated create understanding.
It says that the educational proceaaea to which children
are subjected in. 8chool do not work in the real world.
Reason and the apllEUill to intelligence have been the
substance of formal education. The present approach
of' teacher organizations to problema that become diCfi ....
cult to solve is that of' substituting coercion Cor the
process of education. Power, in the laat resort.
replaces reaaon. 2 5
The :fact remains that teachers are organizing and becoming
.ore militant clbout their demands.
(

Their increasing willingness

24James Mundy, nCollsctive Bargaining and Public Employees,'
Pamphlet produced by the AFT).

25 w• A. Stumpf'. "The New World ot ~ducational Adminiatrat1on."
The American SSChool Board J oureal. eLII (February, 1966).
l a.
~

4

't___ ' "

~

"',
•

H'"'.'''P'';~:.I',:

~'"~'

': )"'-1
",.'..':'. J,

to strike creates new problems Cor the administrative staCC,
eSI)(~ciully

evident i,n the case of the principal,

Jie is still

responsible for the school building Qnd the children who attend
it.

These responsibilities do not cease II}ven i:f there are rew

or no teachers in the building to help carryon the instructi.ona1 program..

Such .. situation cannot hell) giving the principal

a sense of isolation from the rest of the staff' and cau.sing him
to think in terms of joining a I)rincipnls' organization.

CHA.PT&H II I
TIlE CHANGING ROLES IN EDUCATION
t'b!Board of Edusation
The principal'. position in the area of collective bargaining i8 influenced by the changing roles of the board of
education. the superintendent, and the teachers.

An under-

standing of tbese faceta in tbe total picture is essential
before tbe niche of' the principalship in the educational bierarchy can be redefined.
There are two courses ·of action which" board of education
may employ today.

l)assively, it may maintain tbe atatus quo,

hoping that collective bargaining will not appear in its district.

In view of current events this approach to the problem

would appear to be short-sighted.
More actively, in districts where collective bargaining
does not now exist, the board of education may take the initiative in or1ginating negotiations with the teachers.
they can effect

II

Together,

Cormal arrangement for any fU.ture transaction

The board can set forth the machinery of such negotiations--who
will represent the board, how meetings are called, where they
are to be held. and when discussions should be completed.

"

A

timetable, to ensure accomplishment of goala be:fore tbe final
budget appears, ia advisable.
By taking the preliminary stepa in setting up negotiations,
the board, as the publio sees it, is exerting its :function ot
leadership in a progressive an.d enlightened manner.

In the eyes

of the staft, tbe board is abowing itselt to be eminently
'reasonable and cooperative.

Wh.n conditions become difficult

during negotiations, the teachers will not be able to accuse
the board of beina intractable and unprogressive.

With this

established order it should become easi.r for the board to
maintain control ot the situation.
The Board ot Education in Geneva, Illinois, followed the
path of initiative.

It decided to use the bold approach toward

the problema oC the achool ayatem while everyone was calm and
while the atmosphere waa peaceful.

A committe. of teachers

from an organization affiliated with the National Eduoation
Aaaociation prepared recommendations for procedures in calling
IDeetings, channeling reque.ta, and exchanging £act5.

During a

aeries o£ sessions between the board and the teachers, definitive conclusions were reached.

'lbe £ina1 agreement was a

atatement of policiea £or a manual and a six-page memorandum o£
understanding approved by the board and certitied by tbe Cbicago
Education Association.

One o£ the moat interesting of the

aareelllente wi ttl the board was that the sUl)erintendentwas

37
specif'ically identif'ied with management t not with teachers. 26
The memorandum of' understanding:
1.

Asserts that mutual trust and dependability are vital.

2.

States that the policy-maldng function of' the board
cannot be delegated or abrogated.

3.

Provides for the superintendent as chief administrative
agent and of'eiaer of' the board in negotiations with the

I..

teaohers.
Reoognizes the Chioago Education Association as representative of' ita members.

5.

Prohibits illegal collective bargaining.

6.

Assures teachers of the right to join or not to join
or not to join the Chicago Education A.sociation or
otber organizations and the right to appear bef'ore the
board represented by counsel, where it is appropriate,
to ensure protection of' the right of' the minority.

7.

Distinguishes between welf'are matters and the routine
democratic process in the development of' educational
policy.

8.

Invites wide partiCipation by teachers in planning Cor
the district, authorizes released time and other considerations for teachers engaged in cooperative planning, and encourages joins action in deciaion-making.

26 Roy C. Turnbough, uHow to Set Teacher Negotiation Folicy,'
"tion t • Schools, LXXVII (March, 1966), 13~.

-

9.

Establishes circumstance. under which teachers may
participate in the studies and d1scussionv. 1n the Cormulation and revision of salary schedules and plans,
in welfare proposals, and in deCinitions of general
responaib111tie ••

10.

Provides orderly procedures for ca.plaints. appeals,
or requests for special consideration.

11.

Provide. for a prohibition of .trike., slowdowns. or
reduction of normal work during the life of tbe understandina·

12.

Permits mediation from a tbird-party COMMittee when
appeals have been cODsidered by the board, and the
Chicago Education Association remains uaaatisfied.
The board retains its authority to accept or reject
the recommendations of' the comaatttee. 27

BrieCly stated. the board must seize and keep the initiative in collective barsaiDinc through the Collowing aetiona:
1.

AntiCipation of' the teacberst de.ands.

2.

Consideration of tentative counter-proposals in
advance of the m.etinss.

:;.

Development of l)FOgrams and list of demands and
suggestions.

27!l!!s!..,

p. 1,6.

4.

Institution of immediate action because waiting until
teachers initiate the program loses the advantage and
makes it very di££icult to regain.

28

It is wiso to avoid a management clause, tbat is, a clause
which reserves certain rights o£ management to the admin1atrator,

Since any management clause is subject to interpretation

by a third party (a court or IHaraon with qu.aai-judicial power
under the grievance procedure), the best technique seems to be
to draft the contract so that management control is retained by
being very specific about the exact rights it is ceding to the
bargaining unit. a9
The two remaining problems to be resolved by the board are
(1) who shall reprosent tbe board in negotiations sessions and,
(2) what rights are negotiable?
Board Repres!stgtion
Who should represent the board during negotiations?
answers to this question vary widely.

The

In areaa where board

members have asaurned tnia role the resulta have been leas than
satisfactory.

Negotiators Cor the teachers' organizations are

not only carefully indoctrinated and trained but also are
aupported by specialista :from the state and national

28

"How to Negotiate with Your Teachers - Without Surren-

dering," Scbool Man81emenl, X (September, 1966), 112.

29

Harold

w.

Story, "Collective Bargaining with Teachers

-del" Wisconsin Law," ThlQfX InS! Puctice, IV (April, 1965).6}.
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organizations.

Members oC the typical small town board are at

a di.advantage in trl:lining and in available resourc;.e personnel.
In many situations, the superintendent i8 the only Cull-time
reaource available to them.
As the burden of long periods of' negotiations becomes
heavy, more and more boards will probably discontinue ef'Corts by
board memhers to act as negotiators.

Board members not only

lack the timet but f'requently are not qualified to judge the
relative importance of variou.a demanda ul/on the educational
program.

Either the superintendent would have to be included or

specialized per.aonnel would have to be employed to perform the
task.
Teacher. generally have the full backing and resources of either one of two very large organizations,
the National Education Association or the American
Federation of Teachers. Board members and administrators have only a common responsibility, very limited
experience, and, if they are wise, unanimity.'O
As state and national assistance for local teacher organizations increases, school boards, in sel£-def'ense, may seek
protection by some method of" uniting.

I.e it is illegal Cor

local boards to band together for pu.rposes. of' negotiations with
teachers' organizations, then thera probably will be a movement

to 8ubmit some problem. t such as salary to the state legislature
aa baa already happened in Oklahoma.

-
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When state lawst like

"How to Negotiate with Your Teachers--Without Surrender-

lllit" ,gebool Management. X (September. 1966). 111 •

....

those in Connecticut, provide for referral to outaide mediators
or arbitrators, situations that otherwiae mi$ht ha¥c been
settled locally will be referred. 3l
A more common alternative to the use of' board members in
negotiations has baen the selection of the superintendent in
this capacity.

This point will be developed more fully in the

next section.
There is a definite advantage in having an out8ide agent
negotiate :for the board and the superintendent, in addition to
the factors of' time and experience.

The advantage gained i8

that the superintendent and the school board are in a position
to make a corami tment, whereas the teachers who are directly
involved in bargaining must always ref'er to the entire membership of the organization, discus. proposals, take votes and
make decisions.

Their a.dvantage is that of' gaining extra time

to reflect on matters before making a del"inite statement 01"
acceptance.

Wben the 8chool board and 8uIHllIrintendent are

direetly involved, they cannot defer their decisions so there
should be an intermediary bargaining unit to represent both of
them to equalize the advantage..

Not only should there be a

bargaining unit, but there should be discussion o'C all it.

Bo

31Harry A. Beeker, "Collective Bargaining I"iay Force School
1 a,rd. to Organize t *' School DOlrd J2urnal. CLIII (October,

9 6), '7.
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actions betore meeting with the teachers.

This establishes a

unitied tront with only one individual as the actual speaker.,a
Selecting only one person .e the authorized oral delegate
is very important.

It means that those representing the board

must be unanimous in their views and must do their I}reparatory
work to anticipate proble.s.

~hen

two factions are in the

midst at negotiations, it is tuttle tor ditterent people to be
making contlicting statementse
alliance.

They must present a solid

Ditterences ot opinion among representatives or tbe

board should never be allowed to erupt in tbe middle or negotiations.

Having one spokesman eliminates this likelihood and

prevonts a display or possible weaknesses to the opposition.
After determining who shall represent the board in negotiationa, the second problem is that of deciding wbat issues
are ne~otlable.

A survey, made by Richard H. Mosie~"

large number 01' itoms which teachers consider directly
able.

-

lists a
n.goti~

Among theae items are:
1.

Vetermination oC teacher work load.

2.

Discipline of protosaional atatr.

,.

Standards tor new protesa1onal .taCt positions.

4.

Dutie. of profess1onal statt members.

,2"lIow to Negotiate with Your Teachers.Without Surrender1966), lIlt.

illl," School Maeale.ent, X (Septe.ber,

I

"

aau.s t

Richard H. Moaier, "Survey of Collective Bargaiaial
School !!ane,e.snt, X (Sept ••ber, 1966), 16,_
"

,.

Factliti8. tor personal health and comCort oC the
statf'.

6.

Ba.e. and level. ot salary schedule.

1.

Frinse benetits.

8.

Leave programs.

9.

Lenath of' contract••

10.

Practices ot pupil control.

11.

The .chool calendar.

12.

The curriculum content and quality ot the instructional
proaram.

Teachers agree that the tollowing should be topic. tor
regular consultation:
1.

Deteraination ot orientation procedures.

2.

Lenath, content, and nu.ber ot protessional statt
.eetings.

,.

Quality and quantity ot instructional .atarials.

It.

Builetinss and :facilities provided tor the instructional
progra.s.

5.

Graduation require.ents.

6.

Standard. tor student dr.ss and conduct.

1.

Public relations programs.

8.

Grade reporting practic •••

9.

Educational needs and plans.

10.

FinanCial needs and expenditure plans.

11.

The justi:fication and presentation o:f the budget.

~-~----------------------~
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12.

The supervisory program.

1'.

The guidance program.

The teachers mentioned the following areas as being important and they felt that the boards of education failed to give
teachers adequate voice in final decisions concerning theae
matters:
1.

Determination of the size and qualifications of the
administrative staff.
Responsibilitie8 of the administrative staff.
Building and maintenance program.
Promotion and rexention of proCessional personnel.
Standards for substitute teachers.
Assignments of teachers.
Selection and recommendation of professional personnel.
Guidance program.
Construction and remodeling of the building.
Supervisory program.
Kind and amount of expense money.
Standards Cor proCesaional stafC positions.
Length of proCessional contracts.
Fees and Cines charged students.
Justification and presentation of the budget.
Discipline of the professional staff.
Kind and size of the summer program.
Auxiliary services off'ered by the school.

19.

Community service.

20.

Teacher-pupil ratio.

It should be noted that many of tbe items mentioned in this
third listing infringe directly upon the prerogatives ot: the
principal.

It is in the realm oC this third listing that a

great deal oC uneasiness among princil)als arises.

To some

extent t resolution ot some ot: the.e llroblems can be bandied in
the individual school building with groups ot teachers and an
interested principal working together.

A wise principal should

take advantage of' every possible opportunity to work with his
teachers in problem solving.
establishes rapport.

This approach builds morale and

Since teacher involvement has been proven

to be a very etCective technique in improving education and
obtaining total teacher commitment i t should be utilized more
fully by principals.
Teacher. have a rather long and Varied list of' items which
they consider negotiable, while the typical items which are
discussed in industrial collective bargaining primarily center
around salary and f'ringe benef'its.

The subject of' working

conditions does not lend itselt to as rich an array oC topics

1n the field of industry .s it doe. in the f'ield of education.
This i8 baSically the reason that analogies drawn between the

two need def'1nitive clarif'ication.
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GrieVlnce P[9sefur,.
One ot tbe mo.t important a.pect. of collecti.e bara.inlna
i. the procedure for bandling grievance..

Machinery for

settlina di.pute • •u.t be set up

.0 that problem. are solved a.

near to the .ource .s po •• ibl..

In the event that they caanot

be solved at lower levels, they become negotiable item ••
Typical of grievance procedure. is the one at New Rochelle
New York.

Teachers first discus. their grieVance with an

immediate supervisor or the buildina principal, eitber directly
or through tbe scbool repre.entative.

(A .chool representative

i. appointed for eacb .cbool building from the staff by the
executive committee of tbe New Rochelle Teacher. Association.
This per.on acts a. an advisor to teachers on grievance matters
and officially repre.ent. teacher. in negotiation. with the
admini.tration and the board.)
If tbe teacher. are di •• ati,fied with the principal's
dispo.ition of their ca.e, they tile their arievanee, in
writing, with an ad hoc advi.ory unit within five day..

The

adVisory unit i . drawn trom a Prote"ional Riahts and Re.pon.ibilitiea panel.

Thi. advi.ory group i . broadly repre.entativ

ot the whole di.trict .taff.

These unit. review grievances to

determine their validity b.tore negotiationa are .tarted.
The adviaory unit haa up to ten days to evaluate the
•• rit. oC the coaplaint.

If it conclude. that the grieVance ia

~thout merit or waa properly adjudicated by tbe principal, i t

so inf'orms the teachers and their school representative.

It' the

unit decides that the grievance does have merit and has not beell
treated fairly, it refers the problem to the superintendent.
The superintendent designates two persons, possibly
including himself, to meet with the ad hoc unit and the school
representative.

The first lDeeting must take place within ten

days ot' receipt of' the written notice Crom the unit by the
superintendent.
If the administration and the ad hoc unit are unable to
solve the problem, they rerer it to the board's revie. committee, which meets

~~th

the unit.

I::C the issue is still undecided after several meetings of
the boardts committee and the teachers' unit, either party may
call Eor outside advisory arbitration.

The arbitrator is

lHdected by mutual agreement.

Special Corms for filing grievance, serving notices, makina
appeals. writing reports, and issuing recommendations, along
with other documents are easily available to facilitate smooth
operation of this procedure.

All cOtmllunications dealing with

the processing of a grievance are separated from the personnel
tiles of the participants.
There are modi£ications of this procedure for the adjust-

.ent at problema.

In large cities additional intermediary

-.inistrativeperaonnel may have to enter into the
dtacussions before the issue reaches the superintendent.
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Basically, however, New Rochelle serves as an example of what
is routinely done with grievances.

Obviously, if

II

large

number of teachers is aggrieved in the same situation, the
union files its own complaint and uses i t as a basis for future
1'1egotiationa.
Use of No1'1-s,laty Iterna An Nego$&ati2ns
It has already been noted that teachers regard as

negotia~

items many aspects other than salary and fringe benefits.
Al though this att.i tude is vie,..ed with trepidation by most

boards who consider that their prerogatives are being infringed
upon, there are some good reasons for examining the teachers·
point of view seriously.
h,,~

items to
position.

If the boards do not permit nODsalary

discussed t they have weakened their bargaining
With only a limited amount of money available, schoo

boards cannot always meet salary demands, but they can often
satisfy

teach~rs

in some of the other areas under consideration

Thus t the board can gain SOllUJ concessions by granting others.

Some examples of using non-salary items as bargaining
possibili tics €ire easily rocogn:i.zed..

Increases in salary

aaxima, (1) can be connected with higher ratings by principals;
(2) teachers can be prohibited :from bolding other pOSitions if

they rocei ve increasos; (3) l&.bor peace can be obtained through
• longer contract pt'lriod in return :for other concessions; and
(') teachers who resign bef'ore the termination of their
eOlltract Ci~n forCe! t a set amount of money .. which is part of

the annual salary but payable only upon completion of the contract.

Other possibilities would be, (1) to cut ~sts by

requiring .edical information after three consecutive days or
ten cumulative days of absence in a work year. (2) to require
advanced training for salary Lucrease., (3) to SUbstitute full
pay for summer leave. in order to reduce the nu.ber of
sabbatical leaves, and (It) to issue regulations on the qUaJ'lt1ty
and quality oC lea.OD planning and instructional preparation.
Salary increases are usually the main negotiable factor,
but even within this scope several fine points muat be taken
into consideration.

As a rule, the teachers' organization will

make numerous requests, .skina for more than they feel they caD
obtain ao they will have broader baraaiDing dimenaiolUS.

The

board must then equate the reque.t. to eliminate demands which
caNlot be met and to .elect it ••• which ca. be of value to the
district as well aa to tlte teachers.
Hidden, as well as obvious cost, must be considered when
appraising a set of union demands.
features in the proposals.

There may be .scalator

For example, lowering class .ize.

a.ans that proportionately more teachers must be employed in
the future than would be nece •• ery it" the cla •• ai.e had
r ••ained the . . . . .
Another example of increa.ed co.ta is that oC administrative expense.

LiCe insurance benefits can be increased without

IlUch eCfort.but it teacher. pay more tuition Cor cour.es that
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they take, more accounting will be involved and administrative
time will be more costly.

/

Straight salary increases do not always assure the elimination of' inequities in the new .alary structure.

Teachers will

continue to complain about these inequities and no real problems
will have been sol'V'ed.

Injudicious planning may produce new

1nequitiea. aa would the raising of' the starting pay and
off a step at tbe top of the pay scale.

droppin~

If the salary

structure :l.s ir.apro'V'ed but working conditions are not, teachers
will still be d1ssatis:fied.

If the salary increases are granted

without teacher partiCipation in planning tbem, tbey may cause
teacher resentment.

It is possible, with good planning in the

collective bargaining 2jessions, to malu! teachers happy with a
smaller salary impro'V'e.ent than tbey had asked for by increasins
fringe benefits.

The net result would be that teachers would

have added security and the likelihood is that they would stay
longer and be more satisfied than it: they bad simply received a
higher salary.

Such ben.Cits might also be a selling point in

recruiting new teachers.
There is also something to be said in t'avor of' having
Collective bargaining sessions betore budget recoaamendations arE
•• de

so that a realistic salary and Cringe beneCit total is

known.

Taylor writes:

A reconciliation between the needs of' tbe school
teachers and other prOVisions Cor the improvement
of the educational process as a whole is not possible
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it' the amounta expendable ill the school teacher.interests are computed either a. a reaidual ahare
/
aCter all other expenditures have been made or as a
prior claim on a f'uture unknown total 'budget. It is
recommended that collective negotiations in governmental agencies can be conducted prior to overall
budgetary action by the legislative body. That body
would then have beCore it a joint recommendation
arrived at in collective negotiations or the recommendation arrived at in an impartial fact-Cindin& board.
nl. public interest will thereby be served by enabling
the legislative body to carry oui its govern.ental
functions in an orderly manner. 34
There is definitely more challenge in the position of'
board ruember now than there was
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recently as ten years ago.

The responsibilities are greater and the amount ot tactual
inform.tion and inaight into current problems is greatar.

Oue o£ the more complex problema faCing tbo superintendent
of' schuols today is the identification of' his proper role in
the arua of' teacher negotiations.

Can he effectively serve as

the executive officer oC the board of' education and provide
profesaional leadership .s well .s administrative direction to
the stafr?

Is i t proper Cor the superintendent to serve only

.a a fact-finder for both the board and the staCf' and to ref'use
to act aa a negotiator tor any party?

Is the desire of some

teacher organization leaders to negotiate directly with the

-

34
•
. George W. Taylor, tiThe Public Interest in Collective
l;l,tiationa in Education, If Phi Del t! K.eREln. XLVIII (September,

), 16.

,2
school board ftnd to bypass the superintendent a development that
.bat are the superintendent~s obligations

should be encouraged?

to the subordinate administrative staff in
ting and dissseminatlng inCormation?

te~s

oC communica-

These and related questiona

have not been answered to everyone's satisCaction.

The position that the superintendent should act behind the
scenes is held by WilliaN R.

Mannin~.

Lansing, Michigan School District.

Superintendent of the

He states:

The superintendent does n(.')t necessarily have to conduct

the actual Cace-to-tace negotiating, but his leadership
1n the process should be felt ••• tbe Auperintendent
could not exercise hie total leadership role i t he
spent all his time at the negotiating table. 35
It was previously indicated that George W. Taylor,6 proposes that neither the board nor the
negotiating.

.up~rintendent

do the

Taylor ia the Chairman oC the Governor's

C~nmi8-

810n on Public Employee Relationa in the state of New York and

ia chVd" author

0" a

report produced by the commission to guide

the state legislnture.

George Taylor firmly advocates bringing

in proreasional negotiators or using other ••mbera of the
administrntive stafr, administrators who do not have the
author~. ty

to mAke comusi tntenta.

Including a repre.enta ti ve from

the princip.ls' group on tht' negotiations comnt1 tt.e would help

35William R. Manning, "Negotiations: The Proc.as in Colllective Bargaining,*' SCheR1 @gardJRurnll,eLIII(Aupat.1966),

5.

36
Taylor,

loc, cit., p. 18.
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to make the school building administrator happier with collective bargaining.
An advocate of having the superintendent act primarily as
a fact-Cinder is Alden H. Blankenship, Director of Administrative Services, Educational Research Council of Greater Cleveland
He feels that the role of the superintendent involves the
obtaining of facts, analyzing the data, summarizing the
expressed opinions of the teachers, and presenting his recommendations to the board.'?
Calvin Gross, formerly Superintendent of New York City
(1964), indicates that the superintendent ahould do the negotiating but that he will find it advisable to seek some pertinent counsel from a competent, professional, labor-relations
expert who is experienced in negotiating.

This advice should

help in preparing him to meet with the teachers· representative
who certainly will have all manner of information at his
disposal. ,8
In Jefferson County, Colorado, both the board and the
auperintendent do the negotiating. a viewpoint directly opposed
to that expressed by Taylor,

Forbes Bottomly,'9 Superintendent

37Alden H. Blankenahip, ttTbe Role of' the Superintendent in
TeaCher Negotiations tit Theoll into Practise, IV (ApriltI965),71.

ta

38Calvin uros., "Ways to Deal With the New Teacher Mili!£eeean , XLVI (December, 1964), 149.

Dey," Phi Delta
1

39"8ow to Negotiate with your Teachers-Without Surrenderlal," SShool Maqagemsmt, X (September, 1966), 113.

of Jefferson County, thinks that both should do the negotiating
and this i8 the policy •• intained by him during hi4 tenure of
oftice.

Both the board and the superintendent not only conduct

the negotiations but also orieina11y initiated a collective
bargaininc acreement with their ataff.
three

reasona~r

1.

Mr. Bottom1y offers

approachine tbe teacbera:

To give them the sen.e of profeaaional atatus to
which they are entitled.

2.

To get a more extenaive, accurate knowledge of the
teachera- probl ••s and the solutions they might have
to offer.

S.

To establish cOlUlUDications between the.ae1ves and the
teachera ao that the adminiatration can .ake certain
tbat the teachera underatand the proble.a of the board
and clearly perceive the reason for the solution
chosen.

In sUl8nJation, then, the superintendent today haa to decide
what his role in collective bargaining will be.

The decision

will vary depending UpOD his qualifications and personal conVictions.

At present the role of the auperintendency ia being

redefined and collective bargaining will be an important facet

of post.
Th! CbaDlie, Rol. pt Te.,h.rs
Traditionally, teachera aoupt to achieve their goala by

t.o lIlethoda.

The first of th.s. waa the legislative lobby on

~~.~--------------------~
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a statewide scale.

Such items as tenure, sick leave, mandated

minimum salary schedules, and pensions were acquired by IItate
aa_ociations and state f'ederations through statutory provisions
passed by legislatures and governors.
The second method ot: gaining recognition of needs was
the local scbool dilltrict level.

011

Teachers presented their

requests to the local diatrict board o:f education, usually
through the superintendent, but in other cases directly to the
board.

Teachers were petitioners.

The respon_e to their

request_ WAS entirely dependent upon the discretion ot: the board
Pressurell were brought to bear on board and board members by
way of support solicited f'rom parent groups, individual citizens, politicianll, and new.paper advertisements.

Of'ten these

pressures succeeded in convincing the board to give some
degree ot: :favorable rellponlle.

Frequently such prellsurell ended

with in_uf:ficient or no attainment of goals.

Frequently,

teachers :felt that they were being subjected to the indignity of
cbarity.

They resented the fact that whatever successes they

aained came as a result 01: a patronizing beneficence or the
need of' the board to be in a competitive po.:ition.
Fester! Contrlb!rtiss to Telche!: Hll1tency
In the la.t :few years teachers have observed the errective-

n••• or organizations seeking to correct the evils o:f racial
dt.crl mlnation, of' second-class citizenshiPt of denial of
.Uf'f'rage, and of' economic depression suf'fered by Negroes and

,6
other minoriti...

Th.y have witn•••• d the rapidity ot result.

in the pa.sing ot law., .xtending source. of

emplo~entt

and

providing other benetits through boycott., demonstration.,
picketing, and similar proces ••••
Atter Sputnik, the first satellite launched by Communiat
Rus.ia, the American eduoational .y.tem became the object of
scrutiny by .any conc.rned dignitaries and the contribution ot
teachers to the natiou'. w.ll-being was r.aliz.d.

Teach.rs

were suddenly made to re.l that th.y were important contributor.
to America's civilization and that their service. w.re moat
significant ia .aiataining the prestige and leadership ot our
nation in the world.

The moment of glory was .bort but it bad

its effect. upon the regard of teachers for th ••• elves.

Now

agaiu, the .peed with which auto•• tion i . creatiag demands for
.ducated workers and casting aside the unskilled is ceu.ins
teacbers to appreciate tbe fact that their endeavor is one of
critical value to the nation.
Th.re are other factors contributing to teacher militancy.
A primary one is the inc~eased size of school Byat. . . which
. .k •• work forces larger, more compact. and more eaa11y organi •• d.

Also, the centralization of administrative control haa

r •• ulted in more government by mi.eograph, a diminution oC the
OPPOrtunity for teacher. to participate in pol:tc~" ...ak1ng and
AD

increae. in obstacl •• precluding the redre •• of grievance ••
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Another important factor in promoting the militancy of
i

teachers is pointed out by Benjamin Epstein in a National Association of Secondary School

~rincipals

Bulletin. lto

The article

states that, in 1925, over 8:5" of' all American teachers were
women.

By 1956 the figures dropped to 73".

Along with these

sta,tistic8, the historic exploitation ot: women in our SOCiety
exterided into education. with all of its implications for
salaries.

In

1965 the number ot men becoming teachers

increased to the point that male teachers are now a majority
group in the secondary schools.

They have contributed much to

the educational scene and their more aggressive approach to
problems is increaSingly evident. especially in the area ot
collective bargaining.
Still another factor is that teachers are better educated.
'The typical classroom teacher has nearly f'ive years of post ..
secondary education, a drama tic shift Crom the once dominan.t
two-year normal school training.

It would be expected tha.t

.uch highly trained personnel would seek higher salaries,
e.pecially since there is a shortage of teachers.

The expell.sea

.otacquiring the educational requirtlments necessary to attain

and maintain full professional status are much groater as well.

-

Ito

Benjamin Epstein, "What Status and Voice :for Principals
;nd
Administrators in Collective Bargaining and ·ProCessional
(:!:tiation' by Teacher OrcanizatioDs?" HASSP 8sAle$i\!h IL
cb, 1965). 229.

Furthermore, teachers are more Cully and et'.fectively
organized.

Lacking power to improve school condi'tions by

acting alone, members of' the pro£ession have turned to group
representation in order to ahare in decisions afCectin. their
condi tions o£ service..

The y

have Joined uniona and local

chapters of' the National Education Association.

The latter

organization is placina particular emphasis upon the development ot local groups with sixty-five urban chapters having
f'ull.time secretaries.
In addition, teachers feel strongly that their time should

be spent in teaohing and not in perCorming clerical :functions.
Their resentment toward having to execute a multitude of' tasks
which could be delegated to less ski.lled personnel is
increasing.

lbey regard these extra duties .s an onerous diver-

sion of teaching time.
f.loreover, the teachi.ng prof'ession has grown younger.

A.

youth has always done, the new recruits in the proCession are
questioning the values and procedures o:f their elders.

Tbey

are \dlling to take riaks i:f they think they can make progress •

. Theirs is a more enterprising attitude.
For these reasons and others leCui obvious t

teachers are

Organizing and applying pressure to school boards through the
ctevices of' strikc8 and sanctions.

Very frequently they use

the pressure tnctics of the };Jast.

Whatever the method may be
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calle d, it is part o£ colle ctive barg ainin g, an
inter play
betw een two grou ps able to exer t .tron g pres .ures
to atta in the
desi red ends .
Pure coll ectiv e barg ainin t; nece ssari ly bring s
abou t a
'tlark ed chan ge in empl oyer s. I ts essen ce is 110
t the inter play 0
the nego tiati ng tabl e, the rati: fying vote s. or
even the writ ten
cont ract as much as it is the aeCe l)tan ce by the
op,po sing aide s
that each is oblig ated to gain the othe r's cons
ent befo re
chan ges ot mutu al inte rest are ena,e ted.
Sinc e many teach ers feel that the boar d of educ
ation must
unde rstan d ~his obli gatio n, they bave brou ght
the matt er to the
fore by reso rting to strik es. Just as the most
hitte r strik es
in priV ate indu stry occu rred over this prin cipI
a, most of the
teach er strik es today can be trace d to the sarne
sour ce.
Some times , to prov e thei r poin t, teac hers empl
oy this mane uver
repe atedl y as, f'or exam ple. in Pawt ucke t, Rhod
e Islan d and East
Sain t Loui s. Illin ois.
Strik e Tact ics

It has been ment ioned prev ious ly toat teach er g.rou
ps have
had instr uctio ns in the empl oyme nt of' nego tiati
ng tact ics. At
this poin t. it is appr opri. ,te to discu ss some of'
the majo r
Olle. bris tly, beca use adm inist rator
s shou ld be cogn iza:tl t of
th ....

eel.

Rando m actio n is one 01: the most impo rtant tacti
.cs ot11p loyIe the boar d of' educ ation belie ves t:Hl tteac her
actio n is
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inevitable, it will prepare its deCenses rather than endeavor
to reach an agreement.

It is more strategic to keep the other

side uninformed by not revealing the settlement I.osition.
'The second principle is tbe certainty of action.

A strike

ahould never be threatened unless conditt,ons are auspicious Cor
carrying out the threat.

Once a side retreats Crom its stated

position because it cannot do what it says it is going to do,
then the next threat will be given no credence.
that

The reason

.0 many agreement. are reached without a strike is that

the employees are aure to strike.
A third principle involves a combination of the Cirst two.
IC an agreement is not reached, a strike is set.

Then. as

tension mounts to avert it. the negotiators are forced to come
to some Corm ot satisfactory compromis..

The danger here is

that compromises reached under duress are not necessarily in
the beat interests o£ the perSQns concerned.
~fhe

~ourth

principle is mas. participation.

Teachers in

the schools are assigned to aigniticant tasks which will involve
them meaningfully in the preparation f:or the .trike.

The

.chool union representative is the pivotal point of: action.

He

1n.tructs his teachers to organize letter-writing committees.
hOlds meetings, promotes publicity Cor the cause, anel solicits
effective cooperation from the teacbers by discussing the
1•• ues with them.

....... .·.Papers.

11' he call aP1Jear on television or iu the

he can boost the morale ot bis members and obtain
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their participation through identiClcation, that is, by acting
in such a manner and by speaking about those ideas that will
appeal directly to them.
The last basic principle involves kllowfng the opposi tion
and what is important to them.

Ie

publicity will not move them,

perhaps the unexpected sit-in will do

80.

If' members are

politically motivated. one type of' action may work better than
another.
'rhere are lIome tactics which can be uaed but are not
considered efCective.

One of these involves inserting an adver-

tisement in the newspaper.

If' tetlchers are willing to march,

they can have their rDfUiJ.Sage on the front pages of' the newspapers
without cost.

An advertisement obviously does not have the same

emotional overtones as a f'ront page story.
Mass resignations are sometimes indulged in, but neither
the National Education ASSOCiation nor the American Fed·eration
ot Teachers favors this expedient becau.ae it is too dif'.ticul t
control.
.trike.

to

Alao, they do not have the cohesive quality ot' a
It ia too easy for teachers to change their minds at

the last Ininute.

This leaves the organization ill the vulnerable

Po.ition of having made a threat without being able to carry it
out ettecti vely.
tOaeking a board meeting room wi ttl organi za tion members
tond. to embolden the members toward stronger action, but an
•• trenched board can ignore them.

Adver.a publicity f'rom

62
statements made in the heat of the mODlent may hurt, rather than
help, the cauae of the organization.
Sanctiog.
At this point the word sanctions will be defined as it
pertains to this study.

A sanction, herewith, is to be under-

stood and interpreted a. the branding of a particular school
system as inferior to the point of urging incumbent teachers to
leave their positions and prospective teachers to refuse to
accept positions otfered to them.

The National Education Asso-

ciation but not the American Federation of Teachers supports
sanctions.

An investigation by outside experts, appointed by

and responsible to, the national a.sociation, begins the pro::ess
of sane tiona.

Such an inve.tigation then becom.s the basis for

deciding if the district will be publicly castigated.

This

decision is made by the state or national as.ociation, although
it is assumed tbat the local affiliate helped initiate the
investigation.
area..

The procedure works be.t in pub1icity-.ensitive

Becaus. .anctions take a lons tiID. to apI}ly, maximum

publicity ts the result.

First, local sanctions are reque.ted;

then an investigation team is .elected, and tinally the sanctions are impoa.d.

Meanwhile. all thea. eventa are being

reported through the communication. media.

Politician., trying

t. attract new induatri.a to their area, want their community
t. have a good reputation for educational facilities.

As a

result of: .L,ublici ty those ;polj. tical :figures rmd their legisla-

tures are then the prime targots ~or affecting sanctions.
This df.,vice is not eCf'ective in large urban areas whi.ch
are heavily industriali:;red.

An announcement that the local

schools bave been labeled as inf'erior by a certain educators'
group and that college graduates have been asked !10t to enter thE
area Cor

teachin~~

l)ositions has relatively little impact upon a

board of' education wbi.ch muat cope wi th demonstrations, strikes.
riots, insu:ff'icient :funds, and a high turnover of' personnel.
The only way that sanctions can increase their eCf'ectiveness is f'or teachers to assume. locally, the responsibility for
their success.

They must penalize outside teachers who have

corne into the district by denying them association membership
and they must make a serious etf'ort to perauade all wbo can

relocate to do so.

Such relocation presents a problem whenever

a large percentage of the teaching staff is made up of married

wOIRen who are not f'ree to leave the area because of' 1'amilial
responsibi.llties.

There is also the disadvantage that i.f' the

sanction is truly succes.Cul and the teachers do leave the
locality, a severe shortage of' competent teachers is created and
eontinuea to exiat even af'ter agreements finally have been
re.ched on the points of' dispute.
!Srikes
The people of' the community are f'irat to Ceel the major
!ttects of' • school strike, the politicians are second.

Since

"the public But'':ters serious inconvenie:uce. it exerts pretH1Urt,
upon its elected o:fCicials to t'ind a solution to the problem so
that the school. can reopen with the utmost speed.
f'requentl)', the incommodity the public must endure is due
primarily to the need :for the care of' young children.

Wben

thousands of' pupils are turned back to their parents :for necessBry supervision twenty-Cour hours a day and seven
caring Cor them becomes a great burden.

d~lYB

a weel,.

Our urban liCe does not

provide enough tasks to keep idle children busy and out of'

the local neighborhood...

In addition to this. a large portion

of the "..ork Coree consists of working mothers who are not
Available

t()

oversee their chi.lclren t s acti vi ties during

teachers' strike.

.,l

ThC're aro also implications here of a possibl(!

imposition upon the police and rire departments Cor their
unwarranted services at this time.

Another relevant point is

who C£tn estimate the loss to pUldl.s of' valuable and continuous

instruction?

l"rofJI 1940 to 1965 the number of teacher strikes has
increased and the duration of each has been extended.

It seems

likely that in the near tuture there will be £nany moro strikes t
.e.pite the opinion of' James Mundy. because more local groups

1rtll want collective bargaining rights.

A{,ter this major objec-

tive is 'Won, the :few strUtos that ensue will be more prot.racted

-

"cause of the more di:fCicult issu08 to be resolved.

Polities

6S
and personalities may playa part in the course of' the events.
On either side, someone may consider be is being

So'

threatened

by others in his own organization, that he must take a militant
stand at the bargaining table to overeom.• auch criticism.
Another person may have boasted extravagantly about how many
concessions he could secure from the board, or bow he could get
the union to yield its position.

A third individual may Cind

himself unable to convince p(')\'Jerf'ul persons or caucuses in his
organization that the other aide w111 balk it the offer is not
increased or reduced substantially.

Power shifts that will

render a stable relationship flutd can occur within both organizations.

In either group there may be those who will not

deviate at all from their set purposes.

Ie they are temporarily

in the ascendancy, tOJl negotiator. may be he11)1888.
III spite of: all the diCf:iculties, involvements. and
uncertainties of using work atoppage measures, all indications
are that .trikes will continue to be a formidable means ot: acce.tu
to the better tbings of life.
when a prinCipal has so.e knowledge of wbat occurs in the
collective bargaining relationship he may teel less inclined to
blame any f,articular group tor his difficulties.

Tbe solution

to problems may be a'({'ectad by so many side issues that no one
ean totally foresee the outcome.
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Luvern Cunningham.,41 Director of' the Midwest Administration
Conter at the University of Chicago, conducted a series of
interviews with principals in Illinois, Indiana, and Hichigan.
The reeul ts of' his f'indi.ngs show that princil)als f'eel strong
resentment and anxiety about the total issue of' cOllective bargaining by teacher groups, but specifically about i t . ereacts
upon the- o1"£ioo of Uti' prinCipal.

lb. size of the group inter ...

viewed was not stated i.n the report, but almost without exceptiOll, the inf'ormants related that they found it increasingly
d1f:ficul t

to supervise the instructional ,process in their

individual buildings and that teachers were, eeemingly, trying
to ueurl' the prerolatives of' the building prinCipal.
In relation to these off'icial priVilege,*", Doctor liernard E.
Donovan, Superintendent of New York City Public Schools, states:
Too often we bave mouthed tho idea that you should
con8ult with the t:aculty and tben we gaily movei' on
our way without doing so, Or else we call 'consultation' telling them at the last _ioutewhat it is you
are going to do. That i8 dictatorship. I think
that c,hen we give teachers proper voice, we strengthen
the SChools atter a period ot: some atress. 42

4lLuvern Cunningham, tflmplications of' Collective Negotia-

tions f'or the Uole ot: the Principal," Paper read at a Seminar on
PrOfeSSional Negotiation in Public Education, co-sponsored by
~bb· NEA and the Graduate School ot €ducation, University of'
ieago, August 3, 1966.

42

IIh
"Collective . Bargaining va. ProCessional Negotiations,"
--_00 1 Managem,nt, XI (November, 1965), 71.
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It is obvious at this point that the prerogatives oC the
building administrator need redef'ining.

What one l't-incipalf'eel!

is a vested right may simply be a traditional J'ractice which has
never been challenged.

Other principals may not agree that that

particular item is worth their consideration.

To date, there

has been no study about the practices and prerogatives which
principals hold most dear, yet there would be value in such a
study.

When negotiating with teacher organizations, it would be

most helpful for a board of' education and/or the superintendent
to know how principals f'eel about thts subject.
As haa been mentioned, when traditional patterns of conduct cbange there is bound to be atreas and "the stress will be
largely Cor the administrators because when you bave an able
group of teachers, talking to you on a new level of' authority,
you yery o1'ten Ceel your control. lesSening.·.'t,

(Doctor Donovan).

A.suming that stress is inevitable, and that tbe role. ot
everyone in the educational prof'ession are being mod:1.fied, what
tben are the Chi(l:f problen'HiI which face the principal at Ull.8
time due to collective bargaining?
broad categories.

!'bey can be divided into two

Tho Cirst one concerns the most eff'ective way

that principals Can I>roteet their interests now and in the
future.

How the princiJ)al can best

11S.

the teachers t interests

to serve the needs of the educational program in his school is
the second category.

-
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Inte rests gt the PriQ cipa l
,/
willi ngly or unw illin gly, the prin cipa l 1a bein
g clas s1-

fied as an adm inist rator wi tb the JJriv ilege a and
reap onsi bili tie!
of' that o:fri ce t

rathe l' th.'1ln as a clos e ally of his teach ing

staf f.

Al thoug h he ia cons idere d arl adm inist rator , he
has no
voic e in colle ctive barg ainin g s •• sion s. In fact
, there seem s
to be a tota l lack of' comm unica tiOD durin g nego
tia tion a. I"requen tly the prin cipa l is the last perso n to know
abou t the
issue s bein g discu ssed . the prog rea. bein g mad ••
and the ef'f'e cts
that the conc lusio ns will have upon the adm inist
ratio n ot hi.
scho ol. Whil e the unio n deiin i tely want s hitl exclu
ded from both
the orga niza tion and the barg ainin g tabl e, the
asao ciati on want s
him to be a memb er oi the orga niza tion but not
to take part at
the barg ainin g table . At the same time , the high
er scho ol
adm inist rativ e oeri eials do nothin~ to offs et this
dual reje ction. It 'lfloul d impr ove the mora le ot: the prin cipa
ls it" they or
their repr esen tativ es were aske d f'or thei r reac
tions to the
iesue s bein g decid ed.
Prin ci!)a ls and othe r adm inist rator s bave an
impo rtant stak e in the proc ess of nego tiati on
and
agre emen t-wri ting. It is alrea dy too comm on a
patte rn for prin cipa ls not to part icip ate or even
be cons ulted durin & the proc ess. In most ease
s,
prin cipa ls learn wha t has haI)p ened only afte r
the
agree ment has been reach ed and publ icly anno unce
d.
It" the proc ess ot nego tiati on is desig ned to
demo crati ze perso nnel relat ions hips in publ ic educatio n, then this by-p assin g of prin cipa ls reve
als
a aerio usin cons iaten ey. It woul d .eem

...... - - - - - -_ _ _ _ _ _
"
_______

----1

aelC -evid ent that tbe elim inati on oC prin cipa ls
Crom
nego tiati ona is aelC -deC eatin g. The prin cipa l/ia
the key figu re in the oper ation of a scho ol.
He ia
charg ed with a cons idera ble numb er of' resp onsi
bilit ies
by state law, boar d rule s, regu latio na of' the
state
depa rtme nt of educ ation , ~ourt deci sion a, adm inistrati ve dire ctive s :frOUl the supe rinte nden t, and
unw ritte n code s whic h emer ge Crom prac tical expe
rienc e, justi Ciab le trad ition s, and comm unity expe
ctation a. The prin cipa l is held acco unta ble tor
ever y
pha. e of a acho ol's life --it . proC e.sio nal ataff
eCei ei.ne y oC ita educ ation al pro.r am, the safe ', the
aecu rity of' ita pup il., ita plan t main tenan ce, ty and
and
its relat ions hips with the coma unity .44 (Ben jamin
&pst ein, Pres iden t of' the Newa rd Publ ic Scho ol
Prin cipa ls' Asso ciati on).
The unio n's posi tion is claa r; the excl usio n of
adm ini.·
trati ve perso nnel from class room teac her orga niza
tiona and bargaini ng unit s ia pref erre d. This posi tion is base
d on what may
be term ed the priv ate indu stry or conf lict- oC-i
nter est mode l oC
supe rviso r-sup ervis •• rela tion ship s. 1~e supe
rviso r bear s the
resp onsi bilit y of' carry ing out tbe prog ram. , poli
cies , and
decis ions of the orga niza tion and is e.pow ered
to dispe nse
rewa rds and appl y sanc tion s. It is preo isely tbis
powe r over
rewa rds and tbe statu s dirC eren ces that it impl
ies wbic b prov ide
the baai s Cor a conf lict of inte reat betw een tbe
supe rv:ls ed and
the supe rviso r.
It appe ars that mana geme nt is relu otan t to see
supe rviso rs
inClU ded in a broa der barg ainin g unit , leat .e.b
er.b ip in such a

URlt lesse n the willi ngne ss or abil ity of supe rviso
rs to

-

""

•
Benja min Epst ein, "The l;rin clpa l t s Hole in
':=:t~ation8 Betw een Teao bera and Scho ol Soar cla," Coll ectiv e
( ..... phl. t,
,';;-_
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distribute rewards and exercise sanctions in the interests ot
organizational goals. 45
An interview with !'eter Schnaui'f'er t

1.6

luueriean Federation

of Teachers Director of Research, brought out another facet oC
tho problem.

Ite said that

\~hen

the union has to send a repre-

sentative into a school because of a dispute between teachers
and a principal, it is the representative's :function to support
the teachers stolidly.

As he is not rneant to be a mediator,

this ulurwerving sUPJ)ort would be impossible to maintain i:f the
principal wet'. a l1IulImber of the organization.

Mr. Scbnau:f:fer

feels that. principal. are already amply represented by the
8uperintendent.
InsoCar as the National Education Association's local
groups are concerned, they have, in most cases
cipals and other administrators.

~1oreov.r,

t

included p.rin-

the major national

organizations of' administrators are historicall:' very closely
allied with the teacher association as departments wit.hin the
organization.

On the surface. i t would .eem that representation

of principals and other administrators could be handled adequately and easily by the pro:fessional nesotiations

system

proposed by the association.

45",
>'iies 1 ey A. \vildman and Charles ll. Perry, "Group Conflict
and School Organization," Ph:.\. Delta KaPI}!n. XLVII (January,

1966). 257.

or

46

Interview with i>eb,'r Schnauff'er, Americall f'ederation of'
-:aChe rs Director of' Research, August 1', 1966.
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William G. Carr, Executive Secretary of' the National
~ducation

Association says:

In school districts in which competing organizations

seek to represent tho staff, .ome

~uo~lc

say that

prinCipals must remain strictly neutral. The American
Federation of' Teachers in conjunction with the Industrial Union ueparUtent of' the American Federation of'
Teachers is exerting overy e:ffort to divide us.
Nottling would suit this purpose more efi'ectively than
to have teacluH's and admittistrators follow separate
and conflicting programs. lt7
However, there are new problems arising which l\1r. Carr
does not take into account.

In localities where there are bitt.

and provocative contests between the union and the a"lllociation,

the National Education Association af'f'iliatea on many occasions.
in order to win teacher BUPI)ort, have had to answer charges that
they are administration controlled.

'l'bere vlay be a tendency to

diminish or totally eliminate the role of administrative perBonnel in the association a8 proof of' independence and mil:.ltancy as great as that or. the unions.
In the convention held in July,

1967. the teacbers' use of'

tbe strike as a bargaining weallon was recommended by tbe Nationa
&cIueation Association.

This then becomes another line of'

cI-arcation between the administrators and the teachers in the
••• oeiation.

-
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In the booklet outlining the association's guides for professioDal negotiations, this trend is also exhibited in the
following remark:

\tIn other communities experience fOay have

shown that negotiations are more successful if carried on by an
associa tion of' classroom teachers. ,J18

In Akron, Ohio, the

association does not accept administrators into membership.

In

Joliet, Illinois, the principals have their own group affiliated
with the Ilssociation, and in Norwalk, Connecticut, administrative groups negotiate on their own behalr.

The booklet 49

continues to suggeat Il tripartite arrangement for organizing
negotiati.ng uni t.

A

joint eommi ttee of the local adminiatra-

tors' aasoeiation, the local supervisors' assoeiation, and the
local elassroom teachers' association could work together on a
COIDItJi ttee

and there could be proportional representation frofO

each group.

In this arrangement, however, tho administrators

would be in tho minority and two problema might well arise.
The first problem might be that since administrators would
have leas voting power than classroom teachers, it would he
Po.sible that their welfare and concerns could be voted against

or compromised with in case. where such decisions are expedient
tor teachers.

1t8Ben.1amin Epstein, "What Status and Voice 1.'01' !rincipals
and(Adrninistratora in Collective Bargaining?," NASSi' Bulletin,
XL March. 1965), 249.
1t9 Ibid •
1:: ..

...J
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The second problem involves the question of' whether, in
our type of' economic and social system, employees in lower
echelons of' responsibil i ty should have the right to playa, crucial part in determining such items as

salarie~

and conditions

of' employment Cor those who are at higher levels.

lJoth of' these

problorns are equally implicit in situations where an allinc1 u8i va llrofessionlll association negotiates wi th the school
board on behalf' of professional employees at all levels.
PrinCipals Are responsible for their schools in their
entirety.

Tbey know tho totality of their complex relationships

more thoroughly than anyone else in the school.

l'he principal.

art"? held re.ponsible for everything--every event, every student,
every staf'f' member, and every corner of the building and its
Irounds.

They are held accountable by the superintendent, by

the school board, by the state department of education, by the
parents and the community, by tradition. and by simple
practicality.
To carry these burdens, principals must have the proper
authority, which should not be undermined by imposing upon them
un.ound restrictions and procedures enacted by their boards and
.Uperintendents in order to terminate moments ot' extreme duress
during negotiations with teachers' groups.
An example of' di:ff'lcult1es which could arise would be in

the handl ing of grievances.

fJrocedures which mi gil t seem f'air

.ould terminate in an endless waste of valuable administrative
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time beca use they are so comp licat ed and invo
lved .
even enco urage chro nic comp laina nts.

They may

A typic al defi nitio n oC

the word griev ance is a comp laint by an empl oyee
in the barg aining unit "tha t he has been treat ed unfa irly or
ineq ui.ta bly by
reaso n of any act or cond ition whic h is cont rary
to estab lishe d
polic y or prac tice gove rning or aff'e cting emp
loye s." This is
50 gene ral a def'i nitio n of a word
to be found in a cont ract that
it could lead to many inte rpre tatio ns and abus es.
When ever a
teach er is disp lease d by almo st anyt hing , he
can comp lain to the
.i:'rin cil'al (with the unio n repr esen tativ e 1,res
ent).
If' he is

still diss atis: fied . he may aPl>e al to an .u.ui stan
t 5ul'o rinte nden t
and, fina lly,

to the supe rinte nden t.

All

writ ten docu ment s and copi es of' decis iollS .

ti"i.:s invo lves hear ings

TIle adw inist ra i i va

costs could becom e proh ibiti ve, and the loss
of a prin cipa l's
time from supe rvisi ng the educ ation al progr am
coul d neve r be
redee med.
j\.lore and more it woul d appe ar that the only reco
urse leCt

to the prin cipa ls is to have tl1ei r own barg ainin
g grou p. Calv in
Gros s, Supe rinte nden t in !>few York City (1964 )
writ es, "Adm inistrati on has to main tain cons isten cy in its role
of
nUUlag~!ment

and Qdm inist rator a shou ld not be inclu ded in a
teac her barg ain1nS grou p." 50
h. A. Stum pf', l'roC essor of' I:;du catio n, uu!a'l Univ
ersit y,
trt'it ea, "Adm inist rator s are bein g Corc ed into
the uDco m;for table

"

-

SOp

~ross.

loc, cit. , p. 150.
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role

or

the managerial groups or industry, a .anagement-versus-

worker contest. n51
If these statements are combined with one of the conclu&ions Crom Luvern Cunningham's report. it becomes evident that
vrincipals are giving their represontation a great deal oC
He writes:

thought.

The spectre of t.wo negotiating parties, neither
one or which represents the principal, reaching
accord by swapping such things as work rules that
have been the principal's prerogative until now is
the source of increased t'rustration. ir not panic,
Cor the building administrator. 52
lbet'erore. administrators may find it not only valuable to
speak as a distinct group. but also unavoidahle i f they are to
have any representation at all.
~roblerus

AriSing from Nelotiations

The institution

or

collective negotiations is widely

viewed as a beneficial one Cor teachers but costly to the public
who must eventually pay a higher price Cor educational services.

aala tionshilia among the school board t

the administration. and

teachers change rapidly. but whether this change improves the
quality of education remains to be seen,

rhe primary {'unction

ot any employee organization is to improve the well-being of its
".,bership and to enhance its established rights.

-

51 St

At the

umpf'. loc. cit •• p. 10.

52"\".UDnl.nghaln
.
t loc, ci t . t .p. 8 ,
..: - - - - - - - -________________________________-J
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pres ent time , this ,func tion invo lves a mini miza
tion of the
impa ct of' chan ge upon incu mben t..

~hether

the eCfe ctive perf or-

manc e of that ,func tion by empl oyee orga niza
tiona can be reco nciled with the publ ic dema nd for exte n.lve impr
ovem ents in the
qual i ty of' educ ation and in t~!e prod ucti vi ty
ot' educ ators is a
moot quea tion.

C;ven gran ting that satis f"ied teach ers are an

esse ntial requ irem ent for qual ity teach ing,
there are

limitation~

to the propo l::>it ion that what is good :for the
teach ers is good
Cor the stud enta and the publ ic.
Some agree ment s whic h seem acce ptab le on the
surfa ce can
be very detri men tal to the smoo th :func tioni ng
of the scho ol, as
can be ob.e rved in the follo wing exam ples.

IC clas s size i8 limi ted to a cert ain maxim um numb
er, like
twen ty-C ive, then how can one stim Ulat e expe
rime nts with large
group instr uctio n or, if there is a limi tatio
n of twen ty-fi ve
pupi ls per clas s, what happ ens when there are
f'our or f'iva more
child ren than the acce" lted numb er in a clas sl
teach er hired :for them?

Is an extra

Or, supp osing a {'orty -mem ber orch estra

1. a regu larly sche dule d clas s, how do all the
part icipa nts
prac tice toge ther, or must that grou p also be
redu ced to a

tota l

of twen ty-f'i ve stud enta , even if' it cons titut es
an inad equa te
&roup ?

v.hen using instr uctio nal teleV ision , must that
grou p be
11.1t ed, or i t aide s are supe rvisi ng, does the
maxim um have to
•• obse rved for them too?
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If seni ority is to be obse rved in the assig nmen ts
of
clas ses, shou ld the sele ction o:f teach ers who
will hand le

tho

hono rs and reme dial secti ons be base d upon the
leng th o:f the
teac her's serv ice to the scho ol or upon his prov
ed succ ess and
pote ntial e:ffe ctive ness in the judgm ent of' the
prin cipa l and
subj ect supe rviso rs? Shou ld the third grad e teach
er who has
diffi cult y halld ling disc iplin e be assig ned to
assum e tho resp onsibi lity o:f an olde r grou p beca use she has seni
ority and want a
the free perio ds whic h aCcO lnIlan y the othe r assig
nmen t? Shou ld
seni ority be the prim e requ isite for choo sing
head teac hers ,
depu rtme ntal lead ers, and othe r supe rviso ry perso
nnel ?

If non- teach ing aido s are made avai lable in limi
ted numbers to relie ve some but not all teach ers from
dutie s such as
study hall s and cafe teria supe rvis i ()D, shal l the
teach ers
relie ved be chos en acco rding to agree ment s in a
nego tiate d contract spec ifyin g seni ority or' subj ect area rath
or than acco rding
to tht~ jUdg ment of the adm inist rator in term s of
the need s of
the scho ol? Who ahal l deter mine the qual ifica tion
s of the
aides ? ~il1 they be part of the facu lty of a scho
ol, or what
w111 thei r ae tual rala tions hiI; be to tho s taf1"1
Who will barlain for thei r righ ts?
Shal l a tran sfer pol icy base d on seni ority f,onn
it

the

aradu al loss of tho moat eXl)e rienc ed teach ers from
a scho ol wi tIl
diffi CUlt probl ems? If tho cla$ s sizes are to
be limi ted by
.....aPec ial restr ictio ns on maxim um numb ers, does this mean that the
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desig natio n of scho ols whic h fit the
shal l be a prop er sul!j ec t

d~scription

of' "di:f f'icu ltft

:for negot i.-:t tions 'I

Tho few illus trati ons given and the ques tions
poso d in
them , have poin ted out the :frus trati ons poss ible
when work rule s
are nego tia ted wi th()u t b<me f'i t
out J,ote ntial dang ers.

of' tb-e IJrin cipa l' s voic e to poin t

,\NAL YSIS OF THE. DATA

As was indic ated in chap ter one, pago four of'
this work ,
the citie s of' Joli et and East Sain t Loui s were

cho~en

for this

study beca use they have enga ged in teach er nego
t.ioti ons sinc e

1956 and 19'7 resj/ activ ely.

The Boar d of' Educ ation in East

Sain t Loui s nego tiate s with Loca l 1220 and the
Hoar d ot: .~duca
tion in Joli et (Elem entar y Di8t rict 86) nego tiate
s with Loca l
604, both af':f iliat es of: the Amo rican Fede ratio
n of Teac hers.
There is a Corm al cont ract givin g excl usiv e barg
ainin g righ ts to
the Loca l in East Sain t Loui s but in Joli et.
there i~ no excl usive cont ract. 1ber e is a teach er coor dina ting
comm ittee in
Jolie t whic h is comp osed of' the Loca l nnd an
af':f iliat e of' the
Natio nal l.:;du cation Asso ciati on. Ther e have been
strU .es in
East ~aint Loui s but no teach er strik es in Joli
et. A more inclusi ve resum e ot: the colle ctive barg ainin g histo
ry of both
citie s will be found in the appendi~.
Twen ty-tw o ques tionn aires were distr ibut ed and
answ ered in
Jolie t Cor a lOO~ retu rn. Thir ty-f' ive ques tionn
aires were distribu ted by rnail in C:ast Sain t Loui s and twen
ty-si x were
retur ned, a retu rn oC 74~.
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A suggestion was Corthcoming in only one qUBstion.
principal in

~ast

A

Saint Louis pointod out the problHm oC what

slwuld be dono wi th tho school children when the teachers are on
strike.

The possibilities he suggested were:

1.

Try to run the school by doubling the teaching
load oC the non-striking teachers.

2.

Send the children oC the striking teachers homo,
even though many of: the working parents will not
be home to supervise them.

3.

Dismiss school entirely and send all the children
homo t an act which might involve somo legal
problems as a by-product.

110 did not propose these as solutions but merely as rhetorical

questions about a serious situation.
This is one problem which was completely ignored in all
the professional literature screened for this study.
;\ comment made by another prirocipal was, "The
of

the

manag(~ment

schools should be in the bands of proCessi.onais and not

in the hands o:f boards ot' education," a comment which may well
indicate dissatisfaction with the way that the East Saint Louis
Board of' C:ducation negotia ted tht) last teachers· contract.
Another comment was

t

".ProCessiona1 organizations are f'or

proCessjonal people and are not tied to labor groups.tI

This

.tatement indicatea the type of' conviction which the unions are
trying to overcome in order to increase their membership
I"o.tera.
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The Ques tionn aire
As was indi, cated prev ious ly in chap ter

OD(t t

page Cour of'

this stud y, the ques tions perta ining to each
of' the hypo these s
were scat tered throu ghou t the ques tionn aire
to avoi d inf'lu encin .g
the respo nscs of' the prin cipa ls.

Thes e ques tions 'l'dll be l·ro-

perly group ed and iden tiCie d in this chap ter
to faci litat e the
draw ing of' conc lusio ns.
The answ er. to the indiv idua l ques tjona are
numb ers and line s.

rel~resented

by

An exam ple of how to inte rpre t the ques tions

ii::i given below .

£.S.L .

Jolie t

(2) 7.71~
0

(1 ) 3.84%
1

!l) 4·~22!

(" )

0

l8118~

1

(1)

3.84~'

2
0

2

(7) 26.92 %

(15 )

.3
(2~ 40·2~~

:;

57.69%
Ii

(8~

;.;6.~6%

Ii

1.

£.S.L . repr esen ts the answ prs f'rom t::.1St S,l1in
t l.oui sa

2.

Jol. repr esen ts the answ ers from Joli et.

3.

The numb er in pDre nthe sis repr esen ts tho numb
er ot:
reap onse s obta ined for that choi ce.

4.

The numb er next to the pare nthe sis is the numb
er of
choi ces conv erted to a perc enta ge.
for exam ple, on
the firs t line , the :firs t item ia (2) 7.71 ".
This
mean s that two prin cipa ls chos e that answ er
and that
they repr esen t 7.71% of' the twen ty-si x adm
inist rator s
who antH" sred the ques tionn aire in east Sain'
t Loui s.
In line two, the last item read s (8) ,6.,6 ..
This
mean s that eigh t prinC ipals chos e this anew
er and that
they repre sent ,6.36 % of' the twen ty-tw o adm
inist rator s
who ans'W 'ered the ques tionn aire in Joli et.
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5.

Tho numb ers helow the line are the aSl:.> igned
\li'cig bts.
As the numL ers incre ase in vtllu c. so does.
the disEH ltis'
Fact ion of' the prin cil)s ls.
In line oue most of" the
choi ces are abov e tho ,.eig hts three and fou.r
.
This
indic ateu more dissa tisC actio n than i l they
wore
liste d abov e weig hts one or two.
Tho zero below the
line s at the lelt indi cate s Lh~ numh er of'
prin cipa ls
who chos e not to respo nd to that ques tion.

6.

The weig hts are indic ated next to the answ
er choi ces
in the ques tions on each page .

Af'te r each set of three ques tious deal ing
with a I:.>pc ciCic
hYIJ othes is, a summ ary of the answ ers weig hted.
throe and lour

will be indic ated throu gh a char t whic h will

bl~eak

down the

respo nsos into five subg roup s.
1.

Colum n one will rel.Jr esc_n t those prin cipa ls who
do not
wish to be bY-I) {lssed in griov uuce disp utes
invo lving

thei r juris dict ion arld who a1 ign wi th the sUHi
rill tondent on most issu es.

2.

Colum n two will repr esen t those prinC ipals who
do not
wish to bo by-pt UiSed in griev ullce disp uteb invo
lving
thei r jurls dict ion aud who align \dth the tt:l{lc
hers on
most issu es.

:5.

ColuOUl three lfill

n~preBcnt

tbo:;; o princ il)f.t ls who ore

willi ng to be bY-IH lssed in griev ance disp utes
invo lving thei r juris dict ion and who align with the
supe rintond ent on most ibsu es.

it.

Colum n four \vill revr esen t

ttlO.bO

prinC ipals who are

willi ng to be by-p assed in griev ance disp utes
invo lving thei r juris dict ion and who align with the
teach ers
Orl most iaau ea.

5.

l'rin ci l!uls who do not Hllnt to be by-p assed
in grio v-

,",nee

rnvo r

di.sput'.~s

or

and

'~'ho

\1ill not comm i t

thclll Golv es in

eith er the sUie rintc ndon t or the teach ers

are jndic nted in colum n .five .
Hypo thesi s I

The role oC the prin cipa lship is now bein g dimi
nished beca use this midd le leve l ot: adm inist ratio
n
is not repre sente d at the barg ainin g table when
agree ment s arc reach ed betw een the teach er grou
ps
and the board ot: educ ation .
Ques tions one, Cour t and five pert ain to this
hypo thesi s.
The~!i'

three ques tions expl ore the prin cipa ls' attit
udes towa rd,

repr esen tatio n at the barg ainin g tabl e, (2)
the line s of
comm unica tion betw een the nego tiato rs and the
princ i.pal s and t
(1)

(3) the need to lUilke opin ions )mow n to the
supe rinte nden t beCo re

tinal agree ment s are ;nade wi th teach e.r-s· grou
ps.

They also

indic ate indi rect ly just how much in:fl uenc e,
i1' any, the prin cipa ls have in a situa tion whic h acre ets them
gre& tly.
It shou ld be noted that on hypo thesi s one, rega
rdles s o:f
the align rnent in subg roup s as indic ated on the
char t on page 85
ot this chap ter. sixty -thre e out o:f a poss ible
seve nty-e ight
chOi ces in .t.ast Sain t I,oui s wenJ devo ted to answ
ers adjud ged to
be oC a high Crus tra t ion leve l.
\":hen the resu l ts ot: hypo theS is
Olle are Curt her exam ined in term s ot:
the prin cipa ls' align ment
With the supe rinte nden t and thei r willi ngne ss to
be by-p as¥e d in
1r1ev ance disp utes . the resu lts tend to indic
ate that these prin.!ipa ls exhi bit a deCi nite conc ern for thei r secu
rity.
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In Joli et, tho rosu lt was forty -five choic e8
out DC a
poss iblo sixty -six .

The ind.:i .c!itio ns "ro that tho prin cipa ls in

both oi tj.es uro defin i toly conc ernod ahou t
the i r stand ing as it
l.S bein g detar 'tline ri t\t the barg; '\inin p.; table
.

'[\;fost of tht) prin -

cipa ls insi st that at no t:i.me shou ld they be
bY··I 'llsse d :1n the
roso lutio n of probl ems eman Ating from thei r
scho ols, not only
heca use the educ ation al progr am is thei r dire
ct respo nsi.b :tlity

but also

b(~cau!'!e

it is

af:f~cted

by ever ythin g that happ ens.

The

5
opin ions of Grie der, 53 Carr , 54 und ,
5 and Cunn ingha 56
Lpst
ein,
m,
as quot ed in the proc eedin g secti ons of' this
conf' jrmed .

stud~

are thus

1 t can be secn that the :firm advo cates of griev
a.nce

hal'ld lin,g on the

buildin~

leve l also 1"ee1 stron gly abou t the need

for l,rin cipa l invol veme nt in decis ion-m aldng
at hi:;h er leve ls.

.

Ques tion 1

It aeem s !ike ly that if an agree ment is reach
ed in a colle ctive
barg ainin g 8ess ion, and there are port ions of
i t whic h seem
unre ason able to the scho ol build ing a~~inistra
tor:
+2
(A) The supe rinte nden t or the boar d of nduc
Ation will
elim inate th~se port ions in time .
The advi sable re~ction Is to
rema in calm and intru st nego tiati ons to them .

+3
(8) The supe rinte nden t or
.Ce to elim inate these port ions
llake them awar e oC the prob lems
that they may bett er unde rstan d

-

53Gr ioder . loc. cit.

54 Carr

, loc, cit.

S5 Epst ein,
56

loe. cit.

Cunn ingha m, loe, cit.

the boar d oC educ ation will man1.n time . The best polic y is to
the agree ment migh t caus e so
the .itu_ tion .
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By-p ass?
A11anm ent ?

No
SU21

Ques . 1 (ESL )
(Jol)

,.

8

10

:;

Li.ues . It (£SL )
(Jol)

.3

{lues . 5 (ESL )
(Jol)

2

No
Teas hers

8

9

5

8

8

:;

Yes

S!!E·

Yes
Teac hers

Uo
Neit her
1

,

,.

0

2

It

0

=20

3

=17

3

0
2

1
2

-II

:;
J

2

0

.22

:;

=17

=20

iast Sain t Loui s

Tota l respo nses Cor item s weig hted three and
four are 62 or 8o~.

Joli et

Tota l respo nses Cor 1tem s weig hted three and
f'our are 45 or 68%.
Yerc entag es are base d u,pon 78 poss ible choi.c e£l
for East Sain t Loui s (26 ques tionn aires x :;
ques tions ) and upon 66 poss ible choi ces for
Joli et (22 ques tionn aires x .3 ques tion s).

+4
(e) The supe rinte nden t or the boar d of educ
ation will
prob ably not be able to retra ct cODc essio na once
they
are made .
There Core it is wise for prin cipa ls to make thei
r
conc
ern know n
beCo re any agree ment s are reach ed.
+1
(D) The supe rinte nden t or the boar d of educ
what is reaso nabl e and will not perm it unre ason ation know
able conc essio ns
to be made .
E.S. L.

~22

Z!Z.1~
0

Jol.

(1 ~

41:Z2~
0

S.1~

l184!
+1

~42 l8.l8 2!
+1

~ll ~184~
+2
0

+2

tz~ i6122~
+3

~.12 2 !iZI62~

~22 40·21~

~8)

+3

+4

36 !(6~"

In ques tion one, there was no mark od disp arity of'
anBw ors
•• tween the two citie s.

In both case s, lOore than 7S?b of' the

r·.po nden ts recl that it is not enou gh to stand
by, wait ing for

~velopruents to occu r durin g colle ctive barg ainin g
sess ions .
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They real ize that it is nece ssary to make thei
r posi tion s on
vario us issue s know n befo re the agree ment s are
reach ed.
'fhe
prin cipa ls must be awar e that the poss ibili ties
Cor f'utu re revi sion s are negl igib le. This attit ude seem s to
be just ified in
ligh t of the expe rienc e of the cont ribu tors to
proC essio nal
jour nals .

Prin cipa ls:
teac hers ' .crou p)

(when nego tiati ons are bein g cond ucted with

a

+4
(A) Shou ld have a repr esen tativ e at the coll
ectiv e hargain ing tabl e.
+3
(D) l)rob ably do not have the train iHg tt)
be inclu ded in
the colle ctive barg ainin g proc edur e but shou ld
be aske d for
sugg estio ns on the issu es to be decid ed.
+2
(e) Shou ld be notiC ied of' what trart spire s
at the barg aining table as it occu rs and the fina l resu lts.

+1
(D) Shou ld be noti fied of the fina l resu lts of
a coll ective barg ainin g sess ion only .
io;.S.L .

Jol.

7,62"

0
0

(2)

i

(2) 9,O2~

~veryono

+1

+1

(4 ~

1,.3'1!

('~ tl,642'
+2

respo nded to ques tion

~our

have defi nite opin ions abou t the issu e.
&hoe . answ er A.

(a)

+2

7,69%
+,
0

+,

(1 8 ) 69.23 %

+4

(1 i)

77.27 2'
+4

indic ating that they
Over whel ming ly they

It is appa rent that they agre e as to the urge
n-

·Y of havin g a repr esen tativ e at the colle ctive
barg ainin g ses ...
a10n when cont racts are bein g discu ssed with teac
her grou ps.
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ThilS is inte resti ng in ligh t of' the fact that
the teac hers are
open ly oppo sed to such repr esen tatio n by the prin
cilJa ls. Ther e
is obvi ously a grea t diffe renc e of' opin ion on
this subj ect, and
as such , it is a poto ntial and cont inuo us sour
ce of frict ion.
The situa tion 01' repr esen tatio n at tho barg ainin
g table
for prin cipa ls in the State of' Wash ingto n pres
ents a diff' eren t
face t of the same prob lem.
In Wash ingto n, the empl oyee orga niza tion whic h
wins
an elec tora l majo rity appa rentl y must repr esen
t all
the cert ifica ted empl oyee s of the dist rict below
the
rank ot: supe rinte nden t. Acco rding to the attor
ney
gene ralts inte rpre tatio n of the statu te. an orga
nizatio n must acce pt adm inist rator s as mem bers,
as well
as teac hers , to qual ify as an 'el1lp loyee orga niza
tion .'
Prob lems have arise n in wash ingto n as a resu lt
of the
:fact that many loca l af'fi liate s of the lit'as hingt
on
Educ ation ASSO Ciati on and the Amer ican Fede ratio
'reac hers trad i t10n ally are teach er-on ly orga nizan or
tions . 57
"'rom liter atur e prev ious ly cited it woul d seem
that a
statu te comp ellin g the Nati onal Educ at:ion As.so
ciati on al'fi liate s
and the Amer ican Fede ratio n of Teac hers affi liate
s to aCCe l)t
aupe rviBo ry perso nnel into thei r orga niza tions
woul d be doom ed
to failu re, if not lega lly, then emo tiona lly.
It has been
rel'e atedl y jJoiu ted out in this study that feeli
ngs abou t this
aubje ct are inten se in both orga niza tions . espe
ciall y thu Unio n.
It woul d ap!H' tar from the respo nses of the prin
cipa ls
qUes tione d in Joli et and £ast Sain t Loui s that
repr esen tatio n at

-

51~\'e8ley A. \":1Id man, "Wha t Prom pts Grea ter
tancy ?," !'\me rican Scho ol Hoar d Jour nal, CLIV (MarTeac her Mili ch, 1967 ), 30 •

....
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the barg ainin g table is desi red.

If' gran ted, it woul d f'irm ly

entre nch them in the rank s of' the .:tdm inis tra t jon,
not tha t of'
the teac hers . In spite of' the hash ingto n stat
ut., it woul d
appe ar Crom the evide nce that the prin cipa l belon
gs with the admini atrat ion and on the nego tiati ng team .

9u estlo n 2
In most area s wher e colle cti.v e barg ainin g occu
rs:
+2
(A) The princ iI)al ia infor med ot: what is
occu rring at the
barg ainin g sess ion and is assu red that his inte
rests and
auth ority are bein g Cully cons idere d alon g with
those oC the
teac hers .

+3
(8) The prin cipa l is Cully inCo rmed oC .hat
at the barg ainin g sessi on but feels that his inte is occu rring
rests and
auth ority are not bein g Cull y cons idere d when
agree ment s are
being made .

+4
(c) The prin cipa l is neith er rully inf'or med of what
is
occu rring at the barg ainin g seas ion nor are hi.
auth ority or
inte rests bein g Cully cons idere d w}len agree ment
s arc bein g
reach ed.
+1
(D) The prin cipa l is repr esen ted at a barg ainin
g sess ion
ao that he is not only fully infor med of what
is occu rri.ng but
ia &1150 takin g an acti va I>art in f'orm ing the agree
ment ••

K.S.L .

o

+1

+2

o

+1

+2

o

+,

Jol.

+3

In Joli et, there i. an arran gome nt wher eby repr
esen tativ es
trom the cent ral o1'fi ce. the prin cipa ls' grou p,
and the teac hers
croup meet simu ltane ously to sugg est impr ovem ents
in the admi n'atra tion of' the educ ation al syste m. This arran
geme nt obvi ously

-

accounts for the les8 dissatis fied fralne of mind of' tho l)rincirIals there and tho spread of their responses.
Contrast thesa responses with tbo3e from Bast Saint Louis
where such an arrangement does not exist, and where the principals are totally oxcluded from any participation in educational
policy making.
the principals

The results are quite different.
il~

~ast

Almost

77%

of

Saint Louis chose C as their response.

There appears to be more concern in east Saiut Louis than
in Joliet about representation at the bargaining table.

J:>;ven

those vrincipal. who chose to unite with the teachers in most
disputes expressly desired this repreaentatlon.
Through the interviews conducted in l:,;ast Saint Loui:;, it
became nvident that the principals are disturbed by the contract
negotinted with the teachers' union on August 28, 1966.

They

believe that it was approved at the last moment as an expedient
to avoid a strike rather than as a judicious instrument to scrve
well in the Cuture.

The prinCipals particularly resent item

five under article seven which states:

"Within anyone building

room assignments and other building privileges shall be deter-tned by building seniority only.uS 8
Close examination oC this agreement leads to the question

of competcnce.

Age aJone does not automatically instill wisdom

58Agreement Between the Board oC Education School District
and the :t::ast St. LOllis Federation of Teachers. Local 1220.
_ USUat 28. 1966. t p. 12.
,....

F
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in copin g with certa in situa tion s.
facto rs to be cons idere d also .

Trai ning AnG temp eram ent are

Tbe prin cipa ls are rindi ng it

di.ft 'icul t to abid e by tne conc ept of' seni ority
rath er than meri t
in I,osi tion place ment . This situa tion ot' seni
ority is one
exam ple o:t the tYl;e of' prob lems whic h coul d be
avoid ed 1f' prin cipa ls ba~ a voic e in nego tiati ons, dire ctly or
indi rect ly.
Hypo thesi s I I
The prin cipa ls f'eel that thei r adm inist rativ e
preroga tives are bein g dive sted from them and this
situa tion i8 lead ing to a dete riora tion in rapp
ort
betw een them and thei r teac hers .
QUes tions eigh t, thirt een, and f'our teen pert ain
to this
hypo thea is. l'hes e three ques tions expl oro the
prin cipa ls'
attit udes towa rd. (1) teach er griev ance s, (2)
supe rvisi on o:t
teac hers , and (3) ~trike issu es.
Thcro "':"ere

di.ff'~rencfJs

ot' opin ion abou t what cons titut ed

the main obje ctive s of' teach er to the adm inist
ratio n o€ a
scho ol. The :tour prob lems whic h appe ar to caus
e the most disBens ion are, (1) repr o.en tatio n on d~cision-mak
ing grou p., (2)
phys ical faci litie s and educ ation equip ment , (3)
use ot' teac hers
for othe r dutie s durin g thei r :free perio ds. and
(4) clas s sizG
and stUd ent disc il;lin e. The rang e o€ griev ance
s alon e comp licates the Qdm inist ratio n ot' a scho ol and is like
ly to caus e
feeli ngs of' inse curi ty in many ,prin cipa ls. Some
o€ the item s
aueh as clas s size and phys ical €aci litie s can
only be reme died
throu gh the actio n of' the boar d of' educ ation and
throu gh high er

...
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supe rviso ry pers onne l.

The othe r comp laint s can btl reme died

with vary ing degro es of succ ess if the prin cipa
l is will ing to
invo lve the teach ers in ,prob lem- solvi ng scss ions
. ~'hen the stail
part icipa tes in sugg es ting solu tion s and haa
tho opSlo rtuni ty to
eval uate all the rami f'ica tions of' a l l roble m,
they are much more
like ly to be aatis £ied with the end resu lts.
Benj amin Epst ein state s:

The Nati onal Asao ciati on of' ;;$eco ndary Scho ol l'rin
cipa ls
belie ves that teac hers , throu gh thei r repr esen
tativ e
orga niza tions , shou ld be invo lved in COrn Julat
ing
pnlic y Cor deal ing with educ ation al matt ers.
On the
othe r hand . discu ssion s and decis lond on pure
ly
,proC essio nal prob lems cann ot be cons i dered in
the
atmo sphe re char acte risti c of the barg ainin g tabl
e.
It is prop osed that such cons idera tions talce
i)lac o in
an atmo sphe re of' colle aguo s work ing toge ther
.a a
prof essio nal team .
Ther e shou ld be an estab lishm ent
of Corm al coun cils made up of' repr esen tativ e.
chos en
by teac hers , prin cipa ls, and supe rviso rs .'fhQ
coun cils
meet regu larly and e:ff'e ct chan ges and iml)r OVem
ents in
any and all phas oa of the life of the scho o1s. 5
9
On the natio nal leve l,
••• in deta iled agree ment s that have been nego
tiate d
to date , silla ries, griev ance proc edur es, and
sick
leav e are the subj ects mo.t of'te n doal t with .
Othe rs
were sabb atica l leav es t transC(,~r and aSlSi gnme
nt poli cy.
t'li'te r-sch ool as.ai gnme nts. the scho ol cale ndar
, insu rance , dism issal poli cy, orga niza tion of' clas ses,
leng th of the scho ol day, and serv ices and faci
litie s.
Host of' the (nora prof' essio nal matt ers, such aa
tbe
struc ture of' in-se rvic e prog rams , instr uctio n
and
curri culu m, and the heal th I,lud aa:fe ty of child
ren, in
gene ral bave not yet becom e the subj ect. or writ
ten
bila tera l agreu ment s. 60

59.

~V8te~n.

....

loc.

cit. , p. 11.

60Wi ldnta n. J;oc. cit •• p.

2i~ •
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It has been ment ioned that build ing leve l coun
cils mado
up of' the prin cipa l an,! tho educ ation al stnf' f
woul d help prcv ont
furth er dete riora tion of: the relat ions hip betw
een tho adl-n inistrato r arld hi s teac hers .
I t can also b<· assum ed From the surv ey
by -asle y ~~ildman of.' the vni vers i ty of Chic
ago t 8S quot ed
ab()v c. that the list of poss ible teach er griev
ance s is like ly to

expa nd.

Prin cipa ls who are awar e of this trend and prep
are f:or
it are the ones who will be in littl e dang er
of losin g thei r
impo rtanc e to tbe educ ation al syste m.
Thu break down of' tlH} rea,p onsc s' is r..:,pr e:.;en ted
in the
table below .

By-p ass?
All i

~~lUnen t?
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No
Sue·

No
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I
1

1
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(Joll
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1
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-
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Yes
Su,e.

Yes

.

Teac hers

No
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I
1

0
0

1
0

:II

:5

0
0

0

0
0

:II

/f

2

:II

5

0
0

1

5

4

0

0

2

1

0

= 7

==

•

Tota l respo nses f.'or i teta:, weig hted three and
1"our are 20 or 26~.

9

'*

Tota l respo nses Cor itenu . weig hted three und
four are 12 or 18"_
~er~entages are base d upon 78 poss ible
choi ces f:or east Sain t Loui s (26 ques tionn aile
x 3 ques tions )And upon 66 poss ible choi ces
f:or Joli et (22 ques tionn aires x :5 ques tions ).
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There seems to be a growing concern about teacher infringe
ment upon tho prerogatives ot: the principal but the data does
not reClect the severe stress as reported in proCessional
journals.

Althougb East Saint Louis has had a disruptive histor

of teacher strikes, question thirteen indicates that most of the
principals there still f'eel that their teachers are hiKhly
receptive to supervisory control by the principal, an attitude
which was unexpected.
Question 8
In which of' the £ollowin,; areas are teacher grievances
most frequently found?

+2

(A) Class size and student discipline.

+4

(8) Evaluation of' teacher IH~rformance and teaching: Illethods

+1
(C) Use of teachers for other dutie. during their free
period••

+,
E.S .L.

(U)

Hoom and subject assignments in a building.

o
o

(11) 42,31%
+1

(8) lO,Z7,!
+2

o

Jol.

o

+1

+2

+,

None of the principals £rom Joliet chose room and subject
a •• ignments as a grievance subject among their teachers.

Their

predominant choice was that of class size and student discipline
-ftb duty-rreo periods being chosen by one-quarter or them.
In contrast, the principals or

~ast

~ _th •• e results by almost the same majority.

Saint Louis reversed
Since the nUluber of

respo nden ts is rela tive ly smal l, i t may be saf'e
to assum e that
these two item s migh t well be of equa l imvo rtanc
e to teac hers .
Both shou ld be cons idere d serio usly by prinC ipals
when maki ng
deci sion s rela ting to these prob lema . That the
respo nses
obta ined here are due to loca l difT cren ces may
be veri fied by
re£c rring to Mos1 er. 61
Ques tiop

1,

With the incre ase oC teach er grou ps assum ing tho
role
of Inald ng deci sion s, j.irin cipal s typi cally find
tha t t in SUIH '!rvisin g thei r teac hers , there is:

+1

(A) Grea ter coop erati on than form erly.

+3

(8) Hore diff icul ty than form erly.

+4

(c) Cons idera bly more difC icult y than form erly.

+2

(D) No appr eciab le diffe renc e than f'orm
erly.

E.~

.L.

9
0

Jol.

0
0

(18) 62:23 ,!
+1

(9)

4°.2,&"
+1

(4)

15,'2<'
+2

(8) 36,36 7'
+2

(22

7,627 '
+3

<~H 22,13 %

+3

(2)

7,62 "
+4
0

+4

cruc ial facto r in the area of teach er sUl;e rvisi
on is the
attit ude that the staf f has towa rd the prin cipa
l, and the atti tUde he haa towa rd theiil .
The adm inist rator must earn the
respe ct of his teach ers by being high ly proC essio
nal and skil lful in his deal ings with the atai f.
A

-

-

61

MOS ier, loc. cit,
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It is of' impo rtanc e to note that more than 83%
01' the
prin cipa ls in t1.:ast Sain t Loui s repl ied that eith
er there was no
appr eciab le diffe renc e in the teac hers ' attit udes
towa rd Bupe rvisio n or that the teac hers ' attit udes had impr
oved . Appr oximate ly 77% of tho prin cipa ls in Joli et had the
aame expe rienc e.

Follo wing the trend in curr ent year s in colle
ctive bargain ing, teach ers will most like ly go out on
strik e abou t:
(assu ming sala ry sche dule s are satis f.1ct ory)
+2

(A) f'hya ical {'ac ilitie s and educ ation al equip
ment .

+3

(8) Adm inist rativ e assig nmen t of teac hers
.

+1

(C) Hepr esen tatio n on decis ion-m aking grou ps.

+4

(D) ,Prin cipal t s

supe rvisi on of' teac bers .

Jol.

o

+1

+2

+3

Of' all tbe ques tions raise d this OLe bad
the high est rate

ot perso ns who did not answ er.
in Joli et.

23~

in

~ast

Sain t Loui s and 9%

Appa rentl y, once the {'act or of' sala ry is remov
tJd

from cont entio n, the prin cipa ls assum e that no
one ot the othe r
facto rs is like ly to lead to a strik e more so
than any othe r. A

croup of adm inist rator s in Joli et (54%) felt that
, if' any rect or
Wa. most like ly to lead to diff icul ty, it woul
d be the probl em

of t'epr esen tatio n in decis ion-m akin g grou ps.

This respO llse is

exac tly the kind one woul d expe ct to find , acco
rding to curr ent
liter atur e in tho Ciel d.
Hx;u othes is III
The prin cipa ls are aban donin g thei r trad ition
al role
of' align ment wi th the supe rinte nden t i'or an inde
pendent cour se oC actio n.
4ues tions two, ten, and sixte en pert ain to hypo
thesi s
three .

Thes e three ques tions expl ore the prin cipa l's
attit ude

tOl.a rd, (1) the align ment with oi ther the supe
rinte nden t or the
teach ers on majo r colle ctive bo.rg ainin g issu es.
(2) the supp ort
of the teach ers upon the issue oC sala ry sche
dule a, and (3) the
eval uatio n or the moti ves of' the teac hers ' repr
esen tativ Bs.
Upon exam inatt on of' the resu lts of' these three
ques tions
it will be aeen that the scni sm of' the princ ijnlll
f'rom the supe rinten dent seem s to be wide nitlg . The resll onse
s oC the build ing
adm inist ratl) rs SN9tl't to poin t out a defi nite trend
to\,a rd indt;;) pend ence of' actio n .and tbei r deter rniru 'ttion to
eval uate each
isslle on its own meri ts is an indic ation of this
.
This obje ctive arl'ro ach to colle ctive barg ainin g issue s
is a ra.tio llal one
but it does show that the prin cipa ls feel that
neith er the
aUj:e rinte ndon t nor the teach ers inva riabl y act
in the best
intere~ts of all the educ ation al staf f.
~rincipa18

indic ated in quos tion ten the need Cor thei r

Own barg ainin g group but were spli t on the need f'or
help ing
teaci lers ob tain raise s in sala. ry.

I
I

1

I

I·
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Prin cipa ls reco gniz e grat eful ly that in many case
s
wher e hi.gh er salft ries were nego tiate d by teac
hers ,
prin cipa ls were ot'te n the bene f'i.ci aries . l'rin
cilJa ls,
howe ver t arc! di rectl y conc erned wi.th many othet
;
item s that are cons idere d durin g nego tiati ons.
2
This inte rest in othe r nego tiabl e item s i$ refle
cted in
the grow ing trend towa rd indep ende nce of actio
n.
'rhe ,follo wing
quot ation summ arize s the conc ept.
~rincipals must rema in fierc ely
indeV enrie nt. A~nin
istra tion no long er has a vlace .for erran d boys
is there any neod for men and wome n who simp ly . Nor
wish
to conf' orm to the desi res of' the boas . Toda y
prin cipa ls must be indep ende nt of' such psyc holo gical
to a Cath er imag e. They must have thei r own prog ties
rams ,
thei r own idea s, and thei r own strat egie a for
doin g
what need s to be done . Thei r decis i.on- maki llg
cann ot
be cont rolle d by the think ing of the supe rinte
nden t or
the poss ibili ties 01' prom otion .
lndep onde nce of
thou ghts , actio ns, and purp o,e is thei r basiC
and most
impo rtant asse t Cor succ ess. b '

DY-PiUU5?

Ali.$ nmen t?
Ques .

No
SUE:

2 (e5L)

(Jol)

9
2

No
Teac hers

10
7
.3

Yes

SUE'

Yes
Teac hers

If

0

2

It

No
Neit her
1
I,

.2 l1
=19

Ques . 10 (£SL) 4
2
0
0
(Jol) 1
• 9
2
1
1
2
• 7
Ques . 16 (eSL ) It
0
5
0
0
• 9
(Jol) 0
0
0
2
1
East :5ain t Loui s Tota l rEuif /onso s t'or item
s weig hted three and
four are 42 or 53~.
Jolie t
Tota l respo nses for itenu J weight(~d three and
four are 29 or 44%.
i-'erc entag es are base d upon 78 poss ible choi ces
for liaat Sain t Loui s (26 <lues tionn a:i,re s x ,
ques tions ) and upon 66 po.s ible choi ces for
Joli et (22 ques tionn aires x J ques tions
).

·,

&

62,Epst ein,

loc, ci t . , p. 1o.
63 Uon <'lld Thom as, It.t:nd Not in Sigh t." Chtc aao .t-'rin ci,k!a
ls
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'I'her e scom s to be subs tanti al agree ment amon
g

pals

exc~pt

p.:-d

in Joli et tend to be more libe ral.

J;;j

upon the issu e ot: teac. her moti vatio n.

th~

prin ci-

The prin ci-

Ques t;i.on 2

In issu es lead ing to colle ctive barg ainin g, the
prin cipa l:
+2

(A) Shou ld align with the teac hers .

+1

(8) Shou ld ali,g n wi th the supe rinte nden t.

+4
(e) Shou ld rema in withd rawn from the situa
tion beca use he
is not invo lved in the nego tiati ons.

+3
(D) Shou ld be activ e with in a prin cipa l's orga niza
tion to
supp ort what ever posi tion seem s to be appr opria
te on a part icular issu e.

E.S.L .
Jol.

o
o

+1

+2

+3

o

+1

+2

+3

Trad ition ally, the prin cipa ls have been align ed
with the
8upe rinte nden t. In the insta nce of ques tion two,
tho prin cipa ls
appe ar to be Collo wing a deCi nite trend towa rd
an indep ende nce
of actio n. A prep onde rant numb er of choi ces tell
into posi tion
three on the prog ressi on line . indi catin g a willi
ngne .e8 to take
"hato var stand seem s appr opri ate t.m a part icul
ar issu e. The
princ ipals appa rentl y do not Ceel the need to
Collo w the 8uI>e rinten dcnt 'a exam ple or line of thou ght and are
Sirep ared to
OPPOse his colle ctive barg ainin g })01i cie8 if' they
cons ider that
.tach an actio n is warr anted .
The inter View s in both citie s
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demo nstra ted that the prin cipa ls rega rd tHei r
own

organi~ations

to be stron g enou gh to a:ff'o rd this freed om of'
actio n.
Ques tion 10
In miUI)' area8 ttl!) princ ipal. $' sala ry .$ch(~dula
is linke d to
the teac hers ' sala ry ~che<.lulo.
In plac es wher e this 1s true ,
the })rin cipa ls:
+1
(A) Shou ld belon g to the same barg ainin g orga
niza tion that
the teach ers do and shou ld activ ely wor~{ for
the teac hers '
sala ry incr ease s.
+3
(8) ~h(}uld belon g to th(~ liUUlle barg ainin g orga
niza tion thnt
the teach ers do but shou ld ref'r( lin from l'lork .ing
for the te£lc hers'
salar y Incre asds .

+2
(C) Shou ld havE':! thei r own barg ainin g orga niza
tion but
shou ld aid the teach ers in obta ining sala ry
incre ases
.

+4

(0) Shou ld have thei r own barg ainin g orga niza
tion and

Bholl l d work for thei. r own sala ry

i.nCr(Huu:~S

only .

E.S.L .
Jol.

o

+1

+2

In both citie s the ,prin cipa ls af'f'ir m that they
shou ld have
their own barg ainin g orga niza tion.

Many indic ate defi nite mora l

but not activ o supp ort ror teach er sala ry incr
ease s.

It is

perti nent to note that some of' the prin cipa ls
comm itted them .elve s in prin ciple to supp ortin g the teach ers
oven thoug h the
adm inist rator s woul d bene fit mate riall y with
out
eXl-(,~:nding Any

efto rt.

This altru istic mott vatio n shou ld be appr ecia
ted by
their stuff 's.

100
Que. tion 16
In many scho ol dist ricts teach er repr esen tativ
es on the
build ing leve l comm ittees seom to be:
+1
(A) ~rimarily work ing towa rd imFr oving the
ressi on and the educ ation al clim ate DC the scho teach ing prool.
+2

(8) l"rim :Arily work ing towa rd amen ding the
work ing cond itions or the teac hers .

+,

(C) Prim arily seek ing statu s in the Cacu
lty.

+4
(D) l'rim arily aspi ring towa rd adm iniat rativ
e and supe rvisory posi tions in the scho ol syste m.
E.S.L .

Jol.

o
o

+1

o
o

+1

30,77 %
+2

+3

+2

+3

o

Cont rary to curr ent liter atur e, the prin cipa ls
in

~ast

Sain t Loui s and .spe ciall y those in Joli et appa
rentl y think that
the teach ers comv osing the build ing griev ance
grou ps are not
prim arily conc erned abou t pera onal gain . Sixt
y-fiv e per cent of
the respo nden ts in t;aat Sain t Loui s sign ified
that thei r teach er
repr esen tativ es are work ing main ly towa rd the
ame liora tion 01'
the teach ing l>rol 'ossio n, (2) the ~'orking cond
ition s of' the
teaC hers. and (3) the educ ation al clim ate oC the
ticho ol.
In
Jolie t, the choi ces are even more emph atic Cor
the samo answ ers.
light y-six perc ent of the prin cipa ls sele cted
A and B.
!!Ypo thosi s IV
(1)

The prin cipa ls are e8tlll oying barg ainin g techn
ique s
in deal ing with thei r teach ers and the teac hers
'
dema nds.
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Ques tions thre e, nine , and sixte en pert ain to
hypo thesi s
:four .

1'11e80 ques tions expl ore the prin cipa l's attit ude
towa rd.
(1) griev ance sess ions , (2) his abil ity
to reso lve prob lems on
the scho ol leve l, and (3) the prof essio nalis m
of his star r
.:.;rin g perio ds of colle ctive nego tiati ons.
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1
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1
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0

1
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0
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east Sain t Loui s

Tota l respo nses {'or item .. weig hted three and
four are 29 or 38~.

Jolie t

Tota l respo nses :for item s weig hted three and
tour are 27 or 41".
Perc entag es are base d upon 78 poss ible
choi ces for East Sain t Loui s (26 Ques tionnair es x .3 ques tions ) and upon 66 'poss ible
choi ces for Joli et (22 ques tionn aires x . .3
ques tions ).

TIle respo nses to the ques tions for hypo thesi s
four whic h
deal with appr oach , illus trate that less than
Ci~ty per cent oC
the prin cipa ls antic ipate supe rvisi onal diff icul
ties with thei r
teach ers unde r the term s o:f the colle ctive barg
ainin g cont ract ••
This prop ortio n may rise in the f'utu re. Acco rding
to the
...t1lldi ngs oC LuvE. 'rn Cunn ingha m. the Dirp .ctor of'
the ~iidweat

5
6
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Adm inist ratio n

C~~nter

at the Lui VGl's i ty of' Chic, ;tgo t

seem s to be in the dire ction oC frus trati on Cor
the

the trend
~rincipals

who must imple ment tho agrem nents reach ed at
the barg ainin g
t;:\bl e.
He writ es:
Prin cipa ls state d that it woul d be more diFf icult
f'or them to sUI,e rvise the instr uctio nal proc ess
in
indiv idua l build ings , and that the searc h t'or
!Jowe r
amon g teach ers was an attem pt to usurp the prer
ogativ es of' the build ing prin cipa l t the illdi vldu
al
who is lega lly resp onsi ble Cor the educ ation al
prog ram. 64
Wesl ey \\ildm an furth i'll' state s that the f'ailu re
oC some
prin cipa ls to prop erly adm inist rate thei r scho
ols is due in part
to thei r lack oC know ledge in how to do 80 unde
r the cont ract.
Do we Cind in educ ation , as we have frequ ently
found
elsew here , that in sudd enly havin g to meet the
"cri sis"
oC colle ctive barg ainin g, top adm inist rativ e perso
nnel igno re the need s And inte rest s of' midd le
and
lowe r leve l supe rvisi on? Yes. We alroa dy have
mentione d that the init ial prac tical impa ct of' a
nego tiate d agree ment in a scho ol syste m Calle most
heav ily on the loca l scho ol prin Cipa l. if' repr
esen tativ es of' this grou p have not had a voice in
the
dra:f tillg and barg ainin g ot: the cont ract, resen
tmen t
and disaf 'f'ect ion oi'ten f'ollo w.
Prob lems a180 have
ariHu n Crom the failu re, when barg ainin g has
been
conc luded , to train all oJ: those with su..,e rviso
ry
resp onsi bilit y in the inte rpre tatio n and prin
ciple
of' prop er admi ni.st ratio n of' the nego tiate d agree s 6~
ment . ;)
In summ ary, the prin cipa ls are not

employin~

barg ainin g

teCh nique s in deal ing with thei r teac hers ' dema
nds but there

-

-

64

65

Cunn ingha m. loc! cit. , .il.2.
"ildm an. :toc. cit •• p. 32.

III
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are indic ation s that the adm inist rator s are being
cauti nu8 in
thei r appr oach to griev ance hand ling.
Ques tion J
When a prill cipa l ente rs a griev ance sass ion with
a
tpoc hers · eomm ittee at the build ing leve l:
+1
(A) The best appr oach is to be perr ectly
Cran
side of the prob lems and to state why he is recom k abou t his
mend ing a
certa In cour se of actio n.
+'1
(il) The best 81)!'r oach is to liste n to thf,j
make no state men t of his own, othe r than the ractcomm ittee but
that he will
take the prob lems unde r cons idera tion.

+3
(c:) The best appr oach is to liste n to th(.'
make minim al conc essio ns so that he haa barg ainincomm ittee and
g powe r in
futur e sess ions .
(0) Othe r____ ____ ____ ____ ____ ____ ____ ____
____ ____ _______
L.,:,. L.

~ l! ~1842!
0

Jol.

(1

!

4.:!j~
0

(1 4 ~ :Z~182"
+1

0
+2

~l! 11 124,'
+,

~ll)

221°2"
+1

0
+2

(2)

~82

30;(7('

22.Zl" Sl2 ll!64 "
+,
+~

In ques tion thre e, the prin cipa ls were offe red
the oppo rtunit y to supp ly an orig inal alter nati ve to the
three choi ces
liste d. but none decid ed to do so. Sinc e only
one perso n f'run
~st Sain t Loui s and one in Joli et
did not answ er the ques tion,
appa rentl y the othe r three choi ces were cons idere
d adeq uate .
Appr oxim ately half oC the respo nden ts chos e answ
er A,
indic ating that they rega rded thB Cran k appro ach
as the best
"ben deal ing If'ith teac her grou ps. Cons ideri ng
the fact that
".can tly the teach ers in both area a have enga ged
in inten sive

I
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collective bargaining action, one would tend to conclude that
the prir,cipals still belj eve that the teoehers are being
reasonable.
Ot: the principals who chose the road of' non-commitment,
t~ore

were more than twice as many in East Saint Louis as in

Joliet.

This result demonstrates either the cautious •PI>roach

exhibited by disillusioned administrators or tho strategy most
easily derended, as judged by mature men.

Tho latter observa-

tion seems more likely because in an ensuing question, when
principals are asked whether, in their opinion, their authority
is being diminished and whether the teachers are better or worse
now that collective bargaining has been instituted,

th~

princi-

pals in East Saint Louis reported that, it: anything, teachers
were better now.
It has been

~entioned

previously that having the teachers

participate in problern-.solving is a good approach to building
staCC unity.

If, upon these occasions, a precedent is set for

thoughtful, unhurried consideration of: :issues, the teachers will
not be adverse to giving the principal time to answer their
grievances \#hen they occur.

It will not APJ:H;)ar to be an

avoidance of' the issue and the principal will have the time he
needs to weight

th~~

various aspects of: the problem baCorc coming

to a decision.
Frankness may be the approach that the principals pref'er
to use in working with their teachers but indications are that
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more devio us appr oach es are now bein g used in
colle ctive nego tiati ons betw een the boar ds of educ ation and teach
er grouI IB.
Are scho ol boar ds and adllJ inist ratio ns "l)la ying
the
barg ainin g game " as mana geme nt does in priv ate
indu stry' ! ;"re they attem ptinl ! at leas t to make
it
appe ar in nego tiati ons that the teach ers were
succ essf' ul in "get ting more H than they woul d have
in the absen ce o£ nego tiati ons and colle ctive
pres sure ? Are they allow ing the orga niza tion
to
have a func tion at tho barg ainin g tabl~ so that
orga niza tion lead ersh ip will not be threa tene d,
80
U-;<:1 t
teach er ~roup expe c ta tions will be .ful: fill ed t
ond strik es or serio us impa sse prob lems avoid ed?
A {'ew boar ds have accom moda ted to the barg ainin
g
:fact s oC life and learn ed to empl oy appr opri ate
tact ics; more are learn ing rapi dly. Some admi
trato rs in part icul ar often find it dista stefu nisl Bnrl
disin genu ous to "foo l'; the teach er barg ainin g
team
by hold ing some thing back unti l late in the nego
tiati ons that othe rwis e woul d have been given
Cree ly
at the outs et. A few boar ds, part icul arly those
whos e memb ers may have had priv ate sect or indu
.tria l
rela tion s expe rienc e are prov ing amaz ingly adep
t in
hidin g even rela tive ly larg e sums of mone y to
he
relea sed for sala ry purp oses at the "11th hour
,"
that the addi tiona l amou nt may be claim ed by the so
teach er orga niza tion as a victo ry for the exer
cise
of teach er powe r and tho effic acy of the negotiat
in~
proc ess •
••• the nece ssity for boar ds to barg ain over mone
y
matt ers has been hand led in term s o.f tact ics,
in
vari ety of ways , del'en <Jing upon the fisca l struc a
ture
of the dist rict. the powe r of the teach er orga
niza tion , thg boar d' s soph istic ation , rtUo nume rous
othe r
facto rs. 6
This rece nt surve y tend s to indic ate a new barg
ainin g cons ..
cious nesti on the part oC the boar ds of educ ation
. A new awar eheeM oC the ramiC icutio nM of powe r tacti cs
seem s mani {'est in the

-

-

66

kildr uan, lac. cit. , p.

'1.
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boar ds· ae tj.on s.

k'erh aps this trend from frank ness to c ircum -

spec t1oX l.dll sprea d to the l.>rin cipaJ. ::> in time
.

I t will be one

of the ,,:ov< :fUont s whic h shou ld bo clos ely
obse rved by prin eipa ls.

Ques tiQn 9
Seho ol Dist riet X has a coll ectiv e barg ainin
g agree ment
\Lich spec it'ies that prct' eren tial treat men t
in the assig nmen t of'
subj eets and grad es shou ld be aeco rded to teach
ers on the basi s
of' teuch jjlJ seni ority in a scho ol.
Altho ugh this prov ision in
the contr ;;lct is not mand atory , the teach ers
in Scho ol A feel
that thei r prin cil,a l has not give n it any cons
idera tion when he
1lJ:,H!(, ;':')ille rece nt assig nmen ts.
I'hey i,rot est to him stron gly
throu~h a comm ittee of' teac hers
.
Perh aps the best appro ach to the solu tion oC
this prob lem
woul d be 1'01" the prin eipa l to do the f'ollo wing
:
+1

tA} Have a conf' erenc e with the teach el"S and
try to reso lve
the probl em with a minim um oC atten tion :from
colle ctive barg aining orfi cial s and high et' adm inist rativ e seho
ol pers onne l.

+4
(ti) Heal ize that , .sine" he haa used his
best judgt uent in
setti ng up the assig nmen ts, it is now the :func
tion or the supe rinten dent to reinf orce his deci sion s •
•,
(C) Ask for a high er adm inist rativ e offi cial
to be pres ent
when he meet s with the teac hers ' eomm ittee to
reso lve the issu e.
+2
(U) Cont aet the prin cipa ls' orga niza tion
Cor prof essio nal
advic e bef'o re proc eedin g.

.E.S .L.

o
o

(21) 80,78 %
+1

o
+2

Jo1.

Ovcr she1 ming ly, the prin cipa ls in East Sain t
Loui s state d
that they shou ld solv e thei r own probl ems in
thei r seho ols with
a minim um of' atten tion Crom othe r oCC icial s.
Tbe prin eipa ls in
Jolie t Are not so emph atic, but they do cone ur.
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rntervi(n~s

in East Sain t Loui s tende d to

ind:icat'~

stcon g

diss atisf actio n with the new cont ract boca use
it give s too much
powe r to the toac hers ' unio n.
~erhavs this is the reaso n those
prin cipa ls .$ele cted choi ce At show ing that they
wish to avoi d
askin g lor outs ide help .
yues tion l",2
Duri ng intcn si vo barga ini.n g betw een the boar d
of

educ ation
and the teac hers ' orga niza tion. the follo wing
is most like ly to
occu r:
+2

(A) Tho teach ers acce pt adm inist rativ e
dire ction bett er
than they usua lly do and thei r leve l of' teach
ing pcrf'o rman ce is
high er.

+3
(8) 1no teach ers acce pt adm inist rativ e dire
ction but thei r
leve l 0.1' coop erati on and the qual ity of: thei r
teach in,t!; perfo rmance decl ines .

+1
(C) nle teach ers acce pt adm inist rativ e dire ction
os they
usua lly do and thei r leve l of' teach ing l,orf' orrna
nce is the same •
(D) rho teach er:;; seem prim arily conc erned
abou t the bargaini ng outco mes and overy thing else suff ers
as a resu lt.

• /i

E.!;,.L .

Jol.

On ques tion fifte ell, the answ ers seem to be

thorou~hly

acatt ored and no one choi ce soc'm ed to have drawn
a large porc entage of resl, onde nts.
i,'hile

int,~rviewing

a prin cipa l in Joli et. the rema rk was

"de that the reaso n he had chos en a cert ain
set of respo nses

10 8
wa s be ca us e he ha d a gro
up of yo un g, mi lit an t tea
ch ers on hi s
sta t"t " wh o cre ate d pro ble
ms wh ich ha d no t ex ist ed
£r ev iou sly . He
co uld on ly jud ge by th eir
ex am ple s. If the sc att er
in g of an sw er
is tak en wi th th is com me
nt in mi nd , ap pa ren tly ea
ch sch oo l pr ese nts a un iqu e pi ctu re ,
an d the ref or e a co ns en su
s of op ini on is
di ffi cu lt to ob tai n.
Hy po the sis V
Th e pr in cip als wi ll ind
ica te a ne ed {'o r sI> ec ial
tra in in g in ba rg ain ing
tec hn iqu es as a ba ck gro unize d
fo r the ms elv es an d fo r
d
.fu tur e aO fu ini str ato rs.
Uu est ion s sev en , ele ve n,
an d sev en tee n pe rta in to
th is
hy po the sis . Th ese thr ee
qu es tio ns ex plo re the pr
in cip als '
att itu de s tow ard , (1) titn
e-c on sum ing gri ev an ce se
ssi oD s, (2)
sp ec ial ize d tra in in g fo
r pr inC ipa ls, an d (3) tea
ch er spo ke sm en .
80 th gro up s of pr in cip als
ag ree th at mu ch of' the
lea de rsh ip in the tea ch er s' gro
up s is su pp lie d by yo un
g me n. It is
ind ica ted th at an un de rst
an din g of psy ch olo gy an
d gro up dy nam iea
is mo re va lua ble in wo rki
ng wi th the se me n tha n
ba rg ain ing tec hniq ue s wo uld be . It. pla nll
ed , fir m ap pro ac h is ind
ica ted as
de sir ab le wh en wo rki ng in
gri eV an ce se ssi on s wi th
the se tea ch er .

-
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.
By-p ass?
Align ment ?
liues .

7 (E5L )

No
SUl;:.

5

No
Teac he£8

/

Yes

SUE:

It

Yes
Teac hers

No
Neit her

(Jol)

1

j

1

0

:::13

j

.10

Ques . 11 (ESL )
(Jol)

"

0
2

6

1

<lues . 17 (C;SL)
(Jol)

3

:;

0
0

0
0

0
0

III

8

9
6

4

0

:3

"

1
2

-17

2

== 7

6

a22

East Sain t Loui s

Tota l respo nses for item s weig hted three and
:rour are 42 or 54%_

Joli et

Tota l reSl)O nSeS :ror item s weig hted three and
rour are 44 or 68"_
Perc en tages are base d ullon 78 poss ible
choi ces ~or East Sain t Loui s (26 quea ionnair es x 3 ques tions ) and upon 66 poss ible
choi ces for Joli et (22 ques tionn aires x 3
ques tions ).

Ques tion

Z

i"rin cipal X just emer ged from a sessi on wi
comm ittee on tho subj ect of stud ent disc iplin e. th the griev ance
the build ing leve l griev ance comm ittee feels that The chair man or
the righ ts ot:
the toac hers are not bein g cons idere d and that
furth er sess ions
arc in orde r.
At this poin t i'rin cipa l X prob ably feel s:
+1
(A) Sati sfied with the outco rre beca use it is
what he
expe cted. He bad plan . for furth er meet ill.s whic
h
will
be more
produ c ti ve.

+2
(B) Unea sy abou t the outco me beca use too many conc
essio ns
-ill be requ ired.

+4
(c) Frus trate d by the outco me beca use the
being unre ason able. Thei r dema nds will redu ce teach ers are
the princi~al to
littl e more than a book keep er.

-
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+3
(0) Ce rta in th 'lt he ha s
do ne ev ery thi ng to se ttl
sit ua tio n rea so na bly an
e the
d th at the ne xt ste p is
o~~icia18 in so
to
inv
olv
e ot he r
lvi ng the probl~~.

E. S.L .
Jo l.

o

+1

+2

+,

Th is hy po the tic al qu es tio
n wa s pr es en ted to the
pr inC ipa ls
to as ce rta in th eir em oti
on al se t to a fru str ati
ng sit ua tio n.
Fro m the re su lts it ma y
be a.s uR led tha t the pr in
cip als do no t
ho pe to ac co mp lis h th ei
r aim s too ea sil y_ Bu
ild ing ad mi nis tra tor s ex pe ct to ho ld a se
rie s of me eti ng s to res
olv e pro ble ms bu t
on ce tbe y ha ve ma de ev ery
ef eo rt to do so , the y are
no t ad ve rse
to inv olv ing oth er of fic
ia le in the sit ua tio n.

qu es tio n 11
A pr inc ipa l wh o is
anc e se ssi on w ith . co mmab ou t to en ter a bu ild ing lev el gr iev gro un d of on e of the se su itte e of tea ch ers wo uld fin d a ba ck bje ct are as the mo st im
one '?
po rta nt.
Wh ich

+4

(A ) La bo r re ln tio
ns co ur se s.

+1

(8) Gr ou p dyn am
iCS co urH 6S .

+3

(C) Ad mi nis tra tio
n an d sU i,e rvi .si on co ur se
s.
(D) Ps yc ho log y
co

+2
i.S .L.

ur se s.

~4~

12128% ~11J lt2121!
0
+1

Jo l.

~l ~

4:2 4% ~ll! 22:02~
0

+1

i4~ 121:2§~ L~l 11&~4~ i4~
15;iB~
+2
+,
l2)

2·02~ !1~

+2

4 1 242'£ i2~
+3

22;il%

------------------..........
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it'h ile a few 01 the pr in
cip als in bo th gro up s
tho ug ht th( \t
lab or re lat io us co urs es
wo uld be of' Bome wo rth
in the tra in in g
ba ck gro un d of' pri nc il> als
t a gr ea ter nu mb
er of: the m see m to co nsid er gro u!J dy nam ics co
urs es to be mo st. inv .tI
ua ble .
l/h en tlH~
res po ns es fo r bo th gro
u!J s are to tal od . the :t'(H
Hll ts sho w th at the
rna jor i ty of' pri nc i,p als
be lie ve th at the :l1o st iU
ll'o rta nt as se ts
are the kn ow led ge an d
un de rst an din g of how pe
op le ac t as in di vid ua ls an d as me mb ers
of a gro up .
~rinclpa18 thi nk
the y can
be st wo rk wi th tea ch ers
in gri ev an ce co mm itte e
se ssi on s wi th
suc h tra in in g.

qu es tio n

17

A pr inc ipa l ju st As sig ne
d to a sch oo l is lik ely
one of: the se gro up s mo
to fin d
st aw are of tho tre nd s
in co lle cti ve ba rga ini ng an d mo st ac tiv
e in the m.
Wh ich ?
+2
(A ) Yo ung sin gle
wo me n (20 -:5 5).

+3

(3) Yo ung si. ng
le me n

+4

ee)

(20 ... :;5 ).

Yo ung ma rri ed me n an d
wo me n (20 -35 ).
(0) Mi dd le- ag ed
me n an d wo me n.

+1

e.: J.L .
Jo l.

o
o
On e

or

+1

+2

+:5

+4

the su pp os iti on s of th is
stu dy is t.h at i t is the
Yo ung ma rri ed me n an d wo
me n wh o ba ve be en the mo
vin g t'o rce
be hin d the gr ea tor pu sh
01: the tea ch ing .f'o rce
to ob tai n

112
incre ased sala ry and work ing cond ition s hene ri
ta.
age

or

l'he perc ent-

respo nsca in the weig ht t'our categ ory seeml l to
con:f irm

that whil e they are not the only oneil work ing
stron gly ('or these
thin gs. they do conl ltitu to a largo grou p o:f indiv
idua ls who
do so.
Hypo thesi s VI
Prin cipa ls feel that thei r role is most like ly
to
dimi nish grea tly in the tutu re due to colle ctive
barg ainin g and the incre ased milit ancy of thei
r
teac hers .
Ques tions six, h .. elve . and eigh teen port aint o
this hypo thes is. Thes e three ques tions expl ore the prin
cipa ls' attit udes
tOl"a rd, (1) the chang ing: role of the build ing adm
inist rator , un
tho auth ority of: the bUil ding adm inist rator . and
(3) the futu re
impo rtanc e of the build ing adm inist rator .
Exam inatJ on of the respo nses of the prin cipa ls
leav es
littl e douh t that they feel it is thei r role whic
h is bein g
dimin .ishe d throu gh the teac hers ' searc h for powe
r. ~bile some
of this is unav oida ble, the los. oC auth ority can
be kept to a
minim wtJ. Two poss ible meth ods Cor doing so are
ment ioned 1.n the
artic le by Dona ld Thom as.
jorob lems occu r a t the buil ding leve l and are tJsua
lly
solve d ther e. The prin cipa l must insi st that
prob lems
brou ght to the atten tion of' the supe rinte nden t
be
rafE: ...:ad back to the build ing. It is there that
the
prob lems must be solv ed. Tho auth ority of the
prin Cipa l shou ld not be unde rmin ed at any time . It
bett er to :fire a prin cipa l than to solv e his probis
lems
at Cent ral. Cent ral usua lly has more proble 1l1S
than
it can efCe cti vely hand ] e anY'l".. ay.
The solu ti on of'
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prob lems at the build ing leve l stren gthe ns the
IJosi tion ox the lJriru :ipal . L:..ach probl em solve d by
the
bvild ing prin cipa l save s the supe rinte nden t's
time
.
so that he can carry out his own dutie s more
effe ctiv ely.
Frin cipa ls mu~t proj ect them selve s into the deci
sion maki ng proc ess. ~rincipals cann ot wait to be
cons ulted
or comm unica ted with . They must initi ate comm
unica tions
them selve s, and they must becom e know ledge able
abou t
what is happ ening . 80 that they will be in a posi
tion
to inf'lu ence decis ion-m akin g. Princ iIH;l ls must
becom e
aggr essiv e in maki ng thei r idea s know n and in
projocti ng thei r influ ence l>rio r to deci sion s be.in
g made . .
Seco nd-g uessi ng is of' littl e value to any orga
niza tion. 67

By-p ass?
Align ment ?
Quos .

6 (ESL )
(Jol)
12 (ESL )
(Jol)

Clues .

Ques . 18 (ESL )
(Jo1 )

No
Teac hers

No

Sue"
7
7

7

:>
5
2

:;

Yes

Sup.

Yes
Teac her.

No

Neit her

7

2
0

0
0

1

3
:5

2
2

0
0

0
0

2

1

2

1

0
0

0
0

1

•
I::

I:

16
15

8

•

10

D

5
6

I:

East Sain t Loui s

Tota l respo nses for itent s weig hted three and
:four are 29 or

Jolie t

Totn l real-, onses for item s weig hted three and
:f(")ur are 31 or If7".

'7".

Perc entag es are base d upon 78 poss ible
choi ces Cor East Sain t Loui s (26 ques tionnair es 2 , ques tions ) 3nd upon 66 poss ible
choi ces Cor Joli et (22 ques tionn aires x 3
quea tf ons) .
Ther e is much agree ment betw een the two grou ps
that the
futur e impo rtanc e of princ i.pal s rest s in thei r
own hand s t aven

-

-

.

6'7 'f11orn as, 1 oc. c 1 t •

t

p.

S•
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thoug h thei r dutie s may be rede tined throu gh
colle ctive barg aining. The prin cipa l who with stand s the roali gnm
ent or powe r will
be the one who has won the resp ect ot his teach
ers throu gh
skill f'ul grou p dyna mics and coop erati on. It
will not be the ono
who draw s his auth ority Crom his o1'1'i ce alon e.

Gene rally spea king , the role most like ly to be
dimi nishe d
in the Cutu re throu gh the proc ess of colle ctive
barg ainin g is
tha t oC the:
+2

(A) Gene ral Supe rinte nden t.

+3

(8) Boar d 01' ~ducation.

+4

(C) Scho ol 8uild ing Adm inist rator .

+1

(D) Class room Teac her

E.S.L .

Jol.

o

o

+1

Appr oxim ately halt' of' the prinC ipals in both
citie s indi cated that if any role is bein g dimi nishe d, thei
r role is the
lIIost lik.e ly one. This corre spon ds wi th the si
tua tion in
indu stry wher e the auth ority of' midd le-ma nage
ment perso nnel is
being redu ced.
exac tly six prin cipa ls in each grou p Celt that
the supe rinten dent is losin g grou nd.
Poss ibly this respo nse indic atos
that they reel suC£ icien tly secu re abou t rema
ining in a posi tion
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of auth ority , oven arte r the 8uJe rintc nden t's
role is
rede f'ine d.
The majo rity of' the princ i,,;al s in both case s haa
indic ated
that they expe ct the role of the teach er to be
a more powe rful
one in the f'utu re. Thre e or the group in l'~ast
Sain t Loui . imply
thatt Gac hers lose the resp ect of tho comm unity
when they reso rt
to pres sure tact ics. and this loss of pres tige
orf's ets some of'
the Cisc al gain s the teach ers make .
Qu!. tion 12
In most area s wher e colle ctive barg ainin g occu
rs:
+2

(A) i'rin cipa ls reta in the nece ssary auth
ority as well as
the resp onsi bilit y of adm inist ering a scho ol.

+3
(8) ~rincipals reta in the resp onsi bilit y
of adm inist ering
a scho ol but lose some of the auth ority .

+4
(C) Vrin cipa ls reta in the resp onsi bilit y
of adm inist ering
a scho ol but have thei r auth ority dimi nishe d
to the poin t of not
being able to adm inist er the scho ol prop erly.
+1
(D) i'rin cipa ls reta in the nece ssary auth
ori
sibi lity in adm inist ering a scho ol and, in addi ty and resp ontion
staf f doing a bett er job beca use they are now more , :find thei r
awar e ot the
probl ems the prin cipa l faee s.

Jol.

o

o

""ort y perc ent of the prin cipa ls in Joli et Ceel
tha t
have lost no auth ority and that thei r teach ers
are work ing

they
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bett er than ever since coll ectiv e barg ainin g.

Anot her f'orty per

cent indi cate that they have lost somo auth ority
but that this
mino r loss is not a serio us prob le.. Only ona
indiv idua l reels
that his role ia so dimi nishe d that he cann ot
adtn inist er his
scho ol prop erly. Sim ilarl y, one prin cipa l in
~ast Sain t Loui s
poin ts out that he, too, incu rs a aubs tanti al
10S8 in stan ding .
i~lC of the othe r prin cipa ls think
that cond ition s are bett er
when colle ctive barg ainin g is intro duce d.
Ques tion

18

If a prin cipa l is to be an impo rtant part of' the educ
ation al staff ' of' the f'utu re. whic h oC the rollo
wing cour ses of
actio n is most impo rtant ?
+4
(A) The prin cipa ls t auth ority in colle ctive
barg ainin g
agree ment s must not be signe d away by the board
ot: educ ation .
+3
(B) The prin cipa ls must orga nize thei r own
orga niza tion
to insu re that thei r inte rest s are prot ecte d.

+1
(C) The prin cipa l must be more an orig inato
r and stim ulator of educ ation al prog ress fUh' less a mere sign
er of' pape rs.
+2
(D) The prin cipa l shou ld keep abre ast of'
teach ers t dema nds
and. by judic ious plan ning , vrev ent majo r erup
tions from
occu rring .

E.S.L .

o
Jol.

o
o
~nvi8ioning

50%
+1

+2

+3

+4

+1
the Cutu re. one may rega rd ques tion eigh teen

a8 one of' the most impo rtant quer ies in
the b'tud y.

From the
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results obtained through the questionnaire, it appears that they
must be I>rogros.sivo and inventive in meeting the educational
needs in their schools.

They also must be aware of' the teachers

needs so as to meet them whenever possible.

It is significant

that both these responses place the responsibility primarily
upon the principals thelltselves.
Question 19
Should teachers have the prerogative of' by-passing the
principal in di&JlUtes and going to the central staf'£ in the
principal is not directly involved in the issue?

A.

Yes

~aat

Saint Louis

15.S8~

Joliet

Sl.82"

B.

No

~ast Saint Louis

80.76%

Joliet

68.18"

gaat Saint Louis

3.86"

Joliet

o.oo"

Undecided

It is obvious that the majority of the princi,pals in both
areas agree that teachers should not by-pass their prineitJals
and appeal to the central atal'f.

As one princi)Jal wrote in his

questionnaire, "Everything which occurs in the school directly
involves the principal."
Question

20

A principal should be more closely aligned in most issues
with the:

A.

Superintendent

East Saint Louis

.53.85"

Joliet

15.38%

a.

Teachers

~a at

Saint Louis

42.32"

Joliet

50.00"

East Saint Louis

:;.83"

Joliet

3 1t. 62"

Undecided
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In this matt er--w ith whom shou ld the prin civa ls
align
them selve s on most issu es--t he prin cipa ls in l!;aat
Sain t Loui s
seem almo st equa lly divid ed. A littl e over half
favo red the
supe rinte nden t, altho ugh this majo rity is more
theo retic al than
real , a8 has been poin ted out earl ier.

In Joli et, only

l5~

decid ed in favo r o£ the supe rinte nden t

50% Cavo red the teac hers , and a large

34~

are unco mmit ted.

Thea

perc entag es may indic ate that Joli et is in a grea
ter state of
rlux abou t align ment than is ~ast Sain t Loui se
A subs eque nt
study woul d be sign ifica nt to indi cate in whic
h categ ory this
unco mmit ted 1!;roup woul d alig n.

CONCLUSIONS AND Hh;COMN£NUATIONS
Conc lusio ns
Tent ative conc lusio ns can be drawn upon the basi
s of'
infor mati on draw n f'rom proi' esaio nal liter atur e
and the resu lts
obta ined throu gh the respo nsos of the prin cipa
ls to the ques tion nair e. The. e conc lusio ns can indi cate only
the poss ible
trend s in prof' essio nal think ing and, beca use of
seve ral i'act ors,
cann ot be treat ed as disc rete data .
The f'ira t limi tatio n is that , since colle ctive
barg ainin g
is such a new f'ace t in the field of educ ation ,
tho amou nt of'
expe rienc e that educ ators have had with it has
been minim al compared to thei r expe rienc e with finan cial and starr
ing vrob lems .
Ihe area s most expe rienc ed with colle ctive barg
ainin g are the
larg er citie s and thei r surro undi ng subu rbs.
~ven in these
loca les ag~ressive 8ctio n by teach ers has, at
the most , been a
decad e in dura tion. The city of' Chica~~ot desp
ite its size and
adva ntage s for unio nizin g acti vitie s, has expe
rienc ed a ncgo tiation~ cont ract with the Chic ago Teac hers
Unio n only sinc e

1966 .

The secon d lind tatio n
a8Ull, l

ing.

hilS

been tho size of' the study

The to tal respo nses of i'ort y-eig ht prin cipa l s
cann ot

be cons idere d exte nsiv e and indi cativ e of' the f'oel
inga of
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adm inist rator s acro ss the natio n but they can
sugg est the trend s
of such think ing. ~ast Sain t Loui s and Joli et
have both
expe rienc ed the proc ess of' colle ctive nego tiati
ons as long aSt
or long er than , tho avera ge city so both grou ps
of prin cipa ls
know the prob lems Whic h can aris e.
Hxpo thesi s I,
The role o£ the prin cipa lship is now bein g dimi
nishe d
beca use this midd le leve l oC adm inist ratio n is
not
repre sente d at the barg ainin g table when agree ment
s
are reach ed betw een the teac her grou ps and the
boar d
of educ ation .
In the ligh t of' the accu mula ted data this hypo
thesi s can
be acce pted . I t assum es that prin cipa ls feel
thei r auth ority is
bein g threa tene d beca use of conc essio ns by the
boar d of' educ ation and/ or the supe rinte nden t on the one hand
and by the
incre ased milit ancy of' the teac hers on the othe
r.

The resu lts

oC the C?ue stion nair{ ) and the cont ents ot:
prof essio nal li terat ure

tend to SUPI.lOrt this hypo thesi s.
The grea test conc ern was abou t voiC ing obje ction
s to concess ions bc£o ro the high er adm inist rativ e auth
oriti es make thom .
The diCt :icul ty here liA5 in the fact that prinC
ipals are neith er
infor med abou t what issue s are discu ssed and acce
pted .
At the Cort y-nin th Annu al Conv entio n ot: the Nati
onal Asso ciati on of Seco ndary Scho ol i'rin cil)a ls, it was
affir med :
lie caus e state laws , cour t deci sion s, state boar
d
of educ ation re,gu latio ns ••• and loca l boar d rule
s
all assig n spec ial and uniqu e dutie s to prin cilia
ls
and beca use almo st every item ~lich may be

rev iew ed at ne go tia tio ns
the re sp on sib ili tie s of ma y an d wi ll tou ch up on
au tho ri ty to fu lfi ll hi the pr in cip al an d hi s
s
se nt ati ve s de leg ate d by rH sjJ on sih ili tie s, re pr emu st be in teg ra l pa rti cippr in cip als ' or ga niz ati on s
pro ce ss at al l tim es ••• an ts in the ne go tia tio n
it me ans ac tiv e an d fu ll
me mb ers hip at the dis cu
ssi on s ••• it inv olv es the
rig ht to ag ree , to dis ag
ree , anr l to of fe r su bs titu te pr op os als . 68
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Ac co rdi ng to al l the lit
er at ur e pr ev iou sly ci te
d. th is
id ea l sit ua tio n fo r pr in
cip als is ob vio us ly no ne
xis ten t.
Th e
qu es tio nn air e sho ws thi 'L
pr in cip als wa nt at le as
t to bo ab le to
att en d som e sta ge of the
ne go tia tiv e pr oc es s.
An oth er au tho r sta te s:
In sm all sch oo l di str ic
ts wh ere pr inC ipa ls are
in nu mb er, the y sh ou ld
be ac tiv e me mb ers of the few
ad mi nis tra tiv e tea m inv
olv
lar ge r co mm un itie s, pr inc ed in ne go tia tio ns . In
ne ce ssa ry an d ef fe cti ve ipa .ls ma y fin d it bo th
to org an ize str on g ne go
tin g un its of th eir ow n
tia or
, co op era tiv ely , wi th
oth er ad mi nis tra tor s an
d
In ev ery
of ne go tia tio ns be tw een su pe rv iso rs.
a sch oo l bo ard an d its ca se
tea ch ers , ev ery gro up wh
ose ba sic du tie s an d sta
ma y be aff ec ted by the
tu s
ou
ha s an inh ere nt rig ht to tco me s of the ne go tia tio ns 6
pa rti cip ate in the pr oc
es s. 9
It sh ou ld be no ted at th
is po int th at no t on ly
the ro le of
the pr in cip al bu t als o
th at of the su pe rin ten de 70
nt
an d the
bo ard of ed uc ati on are
7l
ch an gin g.
Th e re lat iv e aut on om y th
at

68N AS SF Bu lle tin -4 9th An
nu al Co nv en tio n,n . (M arc
h, 19 65 ).

P. 25 5.

69 Ep ste in, loc . ci t., p.
10 .
70.
fur nb ou gh , lo c. ci t., p.
13 4.

71 Be

ck er, lo c. ci t., p. 57 .
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they poss essed hal:> been defi nite ly circu mscr ibed
throu gh the
proc ess of colle ctive barg ainin g. As a resu lt,
they must adju st
72
to thei r alter ed role s.
Gene Geis ert, supe rinte nden t oC scho ols in Alpe
na, Mich igan writ es:
The trad ition al asso ciati ons allJon g the sUI:. erint
ende nt,
teac hers , and boar ds no long er have mean ing in
those
state s wher e colle ctive nego tiati ons have lega
l
sanc tion. New asso ciati ons are deve lopin g.
Trad ition al role s tend to becom e tinge d with emot ional
appe als. ~hat is need ed is less emot ional ism
and
more ratio nal, logi cally reaso ned appr oach es to
these
chan ging time s.73
As has been

reiterat~~,

ever yone 's role in educ ation is

chan ging ; howe ver, the prin cipa l's role is stil
l uniq ue.
Altho ugh he has no voic e in the Chan ges, he is
stil l faced with
the nece ssity of' carry ing out the prac tical aspe
cts of' the
agree ment s betw een teach ers and high er of':f icial
s.
Hypo thesi s I I
The prin cipa ls .feel that thei r adm inist rativ e
prer ogativ es are bein g dive sted Crom them and this
situ ation is lead ing to a dete riora tion in rapp ort
betw een them and thei r teac hers .
The data tends to dispr ove this hypo thesi s.

Stron g anti -

pathy betw een the prinC ipals and the teach ers
was not man irest .
There lv-as a wide scat terin g of: opin ions abou t
what prin cipa ls

72 Robe rt Dohe
rty, "Let ter to a Scho ol Boar d," Phi Delia
!app an, XLVI I
(Feb ruary , 1967 >, 272.

73Gene Geis ert, "Mr. Nobo dy," Phi Delt a Kapp an, XLVI I
(Dece mber , 1966 ), 159.

thou ght tho teuch ors want ed most beyo nd adeq
uate sala ries .
Clas s size , disc iplin e, and repr osen tatio n on
decis ion-m aking ;
bodi es wore thou ght to be very impo rtant item
s.
scal e. maki ng toach ers a part

or

and exec uting tllO educ ation al

pro~ram

0n a smal ler

1:ho to:,a l ofl..'o rt in plan ning
coul d form a soun d basi .

for prov iding a clos er inter chan J:te at: idea s and
in aver ti.ng condi tiona whic h migh t 1 (·f.l _1 to strik es.
The sbil i ty to work wi th
teach eJrs in such a mann er shou ld bo a vita l
con. idera tion in the
appo intm ent of futu re prin cipa ls.
The most

encouraQ~ing

respo nse was that of' the degr ee of

coop erati on that prin cipa ls found with thei r
teach ing starf 's.
iully three -qua rters of the respo nden ts admi
tted that , desp ite
thei r othe r trou bles . thei r teach ers were stil
l acce pting
pro.f essio nal instr uctio nal supe rvisi on as well
as or bott er than

they had buCo rs colle ctive barg ainin g actio n had
been inst itute d
This frien dly attit ude towa rd the teach inq; staff
' is not
what the prof essio nal liter atur e woul d load one
to susp ect.
from an inter view wi th an anony mous boar d memb
er

\\'110

had just

unde rgone rigor ous nego tiati ons soas ions , the
f'ollo wing stat ement was quot ed in a IJro: fossi onal peri odic al:
Un bala nce, unti l tds year , I'd say our admi
trators real ly leane d towa rd the toacher~' poin t nis
or
But we'v e had a big chan ge durin g the last year vi0W .
. Once
the teach ers got mone y t"'.md salar y sche dule s, they
\\'er(~
chop ping away dire ctly at the ad,ll inist rator s'
I)rOr oga ti ves. 74

74l1N~gotiating with

(June , 1966 ), 80.

Teac hers, lt Scho ol Mana geme nt, X
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John H. Lang er, curr ently an assi stan t proC essor
at Oakland Univ ersit y, Roch ester , Mich igan, and f'orm
erly a prin cipa l
of the Maso nic Heig hts Elem entar y Scho ol, Sain
t Clai r Shor es,
Mich igan, expr esses many of the same rese rvati ons
abou t teach er
milit ancy in an artic le writ ten for l-'hi Delta Kapp
an. He says :
The JJrin cipal s them .el vea appe ar to be conC used
conc orned abou t tho role allo tted them . In theiand
r
publ icati ons and meet ings, at leas t in Mich igan,
there is a recu rring conc ern abou t how the new
nego tiati on proc edur es af'fe ct the prin cipa l. Most
lega
l
rulin gs and inte rpre tatio ns plac e the prinC ipal
with
mana geme nt; they allow him to orga nize but do not
requ ire the boar d to reco gniz e his orga niza tion
or
to barg ain with it. The real probl em is the same
one it has alwa ys been : whic h side to choo se.
In
the past , the wise prinC ipal antag oniz ed no one
inten tion ally; he work ed with his staf f on a demo
crat ic basiS , know ing that he was inca pabl e of'
getti ng the best work Crom them by decr ee. Now
i8 place d in the posi tion oC havin g to enCo rce he
contrac t prov ision s whil e attem pting to evok e enth
usiasm for free and crea tive t~aching.75
HX2 2thcs is III
The prin cipa ls are aban donin g thei r trad ition al
of align ment with the supe rinte nden t Cor an inde role
pendent cour se oC actio n.
The third hypo thesi s invo lves repr esen tatio n and
on the
basis ot the data , it is bein g acce pted . Almo
st unan imou sly,
the prin cipa ls want thei r repr esen tativ es to atten
d colle ctive
barg ainin g sessi ons betw een the boar d and the teac
hers ' grou p,
or they , them selve s. want to be able to voic e some
opin ions

75 Lang er, loc,
cit.
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abou t the poss iblo outco mes of the issu es bein
g nego tiate d.
Almo st half of the prin cipa ls feel that thei r
nego fiati ng repr esent ative s shou ld be Cree from an indeI >end ent
prin cipa ls' orga nizati on. Its Cunc tion woul d be to prot ect the
inte rest s of the
prin cipa ls and also to help tho teach ers obta in
just ifiab le
requ ests, such as reaso nabl e sala ry incr ease s.
In nego tiati ons over such issue s as those discu
ssed
curr ently over colle ctive barg ainin g tabl es, the
view s of' teach ers as to what is righ t and just
have
conf "lict ed with the adm inist ratio n's desi re to
exer cise its trad ition al unil ater al resp onsi bilit
y to
staC t' and assig n, and, in gene ral, to adm inist
er
the educ ation al ente rl'ris e. We have roun d that
in
scbo ols, just as in indu stry, barg ainin g on these
matt ers has in some insta nces on the mana geme nt
subs titut ed cent raliz ed deci sion maki ng {'or deceside
trali zed. It i . scho ol ,prin ci,pa ls who bave lost nsign ifica nt disc retio n in the proc ess, as a resu
i.n 80me syste ms th*"lY are unde rtaki ng to orga nize lt,
them selVe s in orde r to secu re a stron ger voic e
in
the new decis ion-m aking proc0 :,:::se s of' colle ctive
barg ain1 ng. 76
.
It has repe ated ly been poin ted out from a vari
ety of'
sour ces that it is best for adm inist rator s to
orga nize thei r own
grou ps and not depe nd upon the Nati onal E.duc ation
Asso ciati on
or the Amer ican Fede ratio n of" Teac hers for supp
ort. This poin t
is brou ght out agai n and agai n 1'rom dive rse grou
ps. On f'rid ay.
~elJtember

23, 1966 t the Micl 'igan Labo r Med iatio n Boar d orde
red

that the Boar d 01' Educ ation and all adm inist rativ
e orf"i cials
cease and desi st from :

76~ildman,

loc, cit. , p. 29.
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Interfering wi th the administration 01' the Grand
Hapids gducation Associati.on by particiI)atin~
through their sUlcriors and executives in such
Grand Hapirls t~ducation Association activities as
elections, holding office, attending internal
bUSiness and/or labor relations meetings of the
Grand Hal,ids Education Association and engaging
7in any other activity on behalf of the Association. (
The eCfect of this order is to nullif'y th,' membershil!s ot
administrators in the Association.
From another source the

I:U\:;IB

point of' view is accepted.

The Nichigan Association of' :::'chool Administrators has roco1;n.ized
the impossibility of attempting to sit on both sidos of the
bargaining table at the same time and has taken appropriate
"lction at tho Association level.

At their annual fall meeting,

the organization voted to eliminate membershi p
~ducation

in the ,Hiehigan

Association as a prerequisite for membership in the

:'tichigau Association of' School Administrators.

Thus, they have

taken the first step toward the establishment or a completely
independen t orgal'liza tion.
Although the preceding action .ff'ects superintendents,
rather than prinCipals, the same trend is occurring on the principal's level, as has been l·reviously noted.

It appears tIla t

the future trend is that of separate groups representing
different levels of administerial interests.

77

Geisert, loc, cit,
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HY eo tbe ais I"\!:
Th e pr in cip als are em plo
yin
in de ali ng wi th th ei r tea g ba rg ain ing toc hn iqu es
ch ers an d the tea ch ers
'
dem and s.
Th is hy po the sis de als wi
th ap pro ac h.

l'h e rea ul ts do no t
su pp or t the or ig in al sta
tem en t th at the be st ap
pro ac h in de ali ng
wi th tea ch ers is th at oC
cir cu ms pe cti on . De sp ite
the ca rd ina l
pr in cip le of ne go tia tio ns
wh ich say s th at i t is un
wi se to tak e a
de fin ite su gg es tio ns tbe
fir st tim e an iss ue is
to be dis cu sse d.
ha lf of the ~rincipals
ch ose to be fra nk ab ou t
th ei r po sit io n
"ih en wo rki ng wi th a tea
ch ers t gri ev an ce gro up
on the bu ild ing
lev el. ~erhaps the se pr
inC ipa ls fe el th at, be cau
se of th ei r
clo se r as so cia tio n wi th
the pe rso nn el in th ei r bu
ild ing , th is
ap~roach is mo re
lik ely to re su lt in se
ttl in g an iss ue in a
qu ick an d se ns ibl e ma nn
er. Th e fa ct tha .t the ot
he r ha lf of' the
pr inC ipa ls did no t ag
ree wi th thi .s pro ce du
re wo uld lea d on e to
su sv ec t th at the y do no
t ha ve a sen se of se cu
rit y in th eir
i}o si tio ns ei tho r be ca us
e of th eir pe rso na l re la
tio ns hip wi th the
tea ch ers or be ca us e of
the typ o ot: tea ch ers wi
th whom the y mu st
de al. On ly an in- de pth
stu dy of on e sch oo l at
a tim e wo uld
rev ea l wh ich oC the two
the or ies is co rre ct. A
fol low -up
tec hn iqu e wo uld be to ha
ve the pr in cip als fi ll
ou t the sam e
qu es tio nn air e in a ye ars tim e to see wh eth er the
re is an
inc rea se in the res po ns
es of on e gro up or the
ot he r.
Vro m
pro f'e sl: Jio nal lit er at ur e
thu s Ca r reV iew ed , the
tel lde nc y soe ms to
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be aw ay f'ro m {'r ank co nfe
ren ce s ld th the tea ch er
. tow ard a mo re
re str ic tiv e bar~aining
atm os ph ere .
Th ere wa s a wi de sc att er
in g of' rea po rus es in reg
ard to the
tea ch ers ' att itu de s tow
ard ad mi nis tra tiv e di re
cti on . At th is
til he , the pr inc iI) als ag
ree tha t the y sh ou ld so
lve the sch oo l
pro ble ms wi th a min iluU in
of att en tio n f'ro m th eir
su pe rv iso rs.
Th is is pro ba bly a wi se
co urs e o:f ac tio n, sin ce
th eir ab ili ty as
jJl 'in cip ala wi ll be jud ge
d ma inl y 011 the ba sis
o:f th eir ab ili ty
to or ga r.i ze , Ifu rer vis e,
an d ma int ain ha rm on iou
s sc ho ols .
Th is
har mo ny , in tu rn , ca n be
ac hie ve d on ly thr ou gh
go od
co mm un ica tio n.
It wi ll be vo ssi blu fo
r the ele me nta ry pr inC ipa
be an of fec tiv e ag en t
l to
fo r ch an ge an d pro gre ss
on ly
if ef fe cti ve co uu llu nic ati
on be tw een ad mi nis tra tio
an d tea ch ers is ma int ain
n
ed .
Co mm un ica tio n bre ak do wn
it wo uld see m, is the
,
gr ea tes t da ng er in the
new
de ve lop me nts in tea ch ertio na hi ps .fh e be st ad bo ard -ad mi nis tra tio n re la mi
tri ed to de ve lop a rap po nis tra tor s ha ve alw ay .
rt wi th tea ch ers ba sed
up on au tho rit y an d reg
no t
ula tio n bu t up on co op era
tio n
an d mu tua l co nc ern fo r
the ob jec tiv es tow ard ,,,h
the y bo th wo rk, the ed
ich
uc ati on of cb ild ren .78
HY eot hse sis V
Tb e pr inc ilJ ala wi ll ind
ica te a ne ed fo r 8l. .le cia
tra in in g in ba rg ain ing
tec bn iqu e. as a ba ck gro liz ed
un d
fo r the ms elv es an d fo r
fu tur e ad mi ni str ato rs.
Th e fif th hY l.lo tho $is inv
olv ed tho com ... e teo cie s
~hiclJ pr in eil -'al H tho ug ht the y ha d
or sh ou ld ha ve in de ali
ng wi th tea ch ers .

78Joh n H. La ng ert "T he b:m
ctg ing l:!: 1em ent ary
in Hi ch iga n." l'h~ De lta
Ka pw an, (O ece l:lb er, 196 6), l'r in cip als hi p
p. 16 1.

-

12 9

It wa s ass um ed th at the y
wo uld no t co ns ide r the ms
elv es pr op erl y
pre pa red un les s the y ha d
ha d co ur se s in lab or ma
nag em ent . ~hile
the re we re som e pr in cip als
wh o ag ree d, mo st did no
t an d so the
hy po the sis is be ing re jec
ted . Al tho ug h the pr in
cip als ad mi tte d
th at som e of the mi lit an
t yo un g me n on th eir ata
Cr s we re di ff icu lt to ha nd le at tim es
. the use of' for ma l ba rg
ain ing ta ct ic s
wa s ina pp ro pr iat e. Fu rth
er ela bo rat ion up on th is
hy po the sis did
be ar ou t th at it wa s ne
ce ssa ry to us e di sc re tio
n an d to be fir m
wh en wo rki ng in a ~rieva
nce se ssi on wi th
tea ch ers . It ma y be
th at in the fu tur e the pr
in cip als ma y ha ve to re so
rt to for ma lize d pro ce du res bu t at th
is po int the y do no t wi sh
to do so .
l-r inc ipa ls str on gly ag ree
th at the mo st mi lit an t of
the
tea ch ers are the yo un g ma
rri ed me n an d women wh o
ha ve the le as t
to los e an d tho mo st to
~ain by Gx pre ssi
ng th eir op ini on s an d
dem and s bu t po int ou t th
at the y are pe op le wh o can
be rea ch ed
thr ou gh the us e oC rea so
n. Th is co nc lus ion is
tho ba sis fo r the
pr in cip als ch oo sin g co urs
es in gro up dy na mi cs an d
psy ch olo gy as
im po rta nt too ls ra th er tha
n lab or ma nag em ent co ur
se s.
Hx po the sis VI
l'r ill cip als fe el th at th
eir ro le is mo st lik ely
dim ini sh gr ea tly in the
to
ba rg ain ing an d the inc reafu tur e du e to co lle cti ve
se d mi lit an cy of th ei r
tea ch ers .
Th e six th hy po the sis inv
olv ed a loo k in to the f'u
tur o. Th e
ass um pti on wa s th at the
pr in cip als wo uld co ns ide
r th eir ro le to
be de ter io ra tin g. '1'ho re
su lts po int in th is di re
cti on . Ov er
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half' of' the prin cipa ls in both citie s indic ated
this to be true .
At this time the Q~ninistratorB reel that they
have adeq uate
auth ority to gana ge thei r scho olu prop erly and
they stil l feel
that they can work with thei r teac hers on a
prof essio nal leve l.
Prom the :few prin cipa ls who indic ated othe rwis
e, it may be that
this situa tion could chan ge shar ply in the futu
re.
~or

the prin cipa l who tries to cope with the probl
em of

teach er milit ancy by plac ating the lead ers,
Dohe rty says :
Thero is noth ing in the griev anco proc ess that
by
i t8el: f threa tens the ri,£,;h t of a prin cipa l to
run his
scho ol a8 the law, the boar d, and his own good
judgm ent says it shou ld be run.
When it come s down
to actu al case s, ho~over, the auth ority o:f the
prin cipa l can be threa tene d.
The reaso ns Cor this
are not diCC icul t to unde rstan d.
,Prin cipal s do not
like f'orm al;;,c ievan ces; they reCl ect upon his
abil ity
as an admi ni.:;) trllto r and they take up a grea
t deal of'
his time , t.,art icula rly when they are appe aled
to
high er step s.
It' he lose s the griev ance he must
worr y abou t the reac tion from boar d head quar
ters
and how to save :face beto re hi~ teac hers ; if'
he wins
he stand s the chan ce oC alien ating a larg e numb
er
ot his Cacu lty, there by redu cing his chan ce oC
getti ng thoi r coolJ orat:i on on othe r educ ation
al
vent ures .
fhore is a stron g tende ncy, then . for
the prin cipa l to knuc kle unde r a comp laint that
becom es a griev ance --to give that plum 01.' an
nonteach ing assig nmen t to the outsp oken unio n or
asso ciati on bigw ig who has all the pal,e r qual
ifica tions but no talen t for the job. That way he
save s
time , tho peup le down at head quar ters wont t
hear
abou t it, the teach er orga niza tion won' t get
upse t
with him, and mayb e he think s he haB buil t up
a
littl e capi tal that he can upend later .79
Such ratio naliz ation s can dimi nish tho :futu
re role of' the
more efre ctive ly than can the proc ess of colle
ctive barg ainin g
by i tsel: f.

-

?9Do herty . loc. cit •• p. 274.
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Reco mme ndati ons
An anal ysis

DC

the resu lts

01'

the ques tionn aire tend s to

show de1'i nite conc ern by the prin cipa ls abou t
vario us aS1H ;cts of
the issu e of colle ctive barg ainin g_ The degre e
of conc ern
varie s with thn spec ific ralni ficat ions of the
i'rob lem and with
the geog raph ical area teste d. hhen there w~re
strik ing diff erencs e oC opin ion, the grou p Crom E~st Sain t Loui
s tende d to be
mora unsu re 01" the futu re and to lean towa rd chan
ges in the
trad i tion al pat tern of' respO llSSS . On the whol
e, howe ver, the
two grou ps show ed defi nite conc urren ce 01' opin
ion on majo r
iBsu os.
Sugg estio n I
The lino s of' comm unica tion botw een the I>rin cipal
and thei r adm inist rativ e sU,p erior s must not only s
be kept open but must be stren gthe ned. Prin cipa
ls
must be made to £eol that thei r opin ions and
expe rienc es are inva luab le t<> the SUI) erint ende
nt
befo re, durin g, and afte r teach er nego tiati ons.
High er supe rviso ry perso nnel must reco nsid er thei
r rela t i onsh ips wi til the prin cipa ls unde r thei
r dil~ection. 'The
deto riora tion of these relat ions hips can bo halte
d and reve rsed ,
i1 the prin cipa ls are acco rded res~ect for thei
r opin ions on
poli cies arf'e cting thei r .!$ch ools. This resou rce
1)001 of
enlig hten ed opin ion cann ot forev er be igno red t not
it' prin cipa l
mora le is to rema in high .
As Arno ld Wolp ert,

~irector

Educ ation Asso ciati on says :

of Urba n Serv ices, Nati onal
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The day when the supe rinte nden t was the orac le
has long since pass ed. Toda y the wise st deci sion
will be made on the basi s oC the invol veme nt oC s
the maxim um numb er of' the proC essio nal staC t' in
due proc ess situa tion witJ) the resp onsi ble repr a
esent ative s of the publ ic. tiD
Wesl ey Wildm an, dire cting tho Univ ersit y of Chic
ago's
Stud y of' Coll ectiv e Acti on by

~ublic

Scho ol Teac hers writ es:

If' a perso n of auth ority in an orga niza tion sees
a dilu tion of that auth ority immi nent as the inev
itable resu lt oC a proc ess ••• his eff'e ctive ness
and
lead ersh il) !~tential wi thin the orga niza tion are
like ly to be dimi nishe d; if', on the othe r hand
, the
adm ini.s trato r, desp ite the nece ssity to shar e
throu gh
barg ainin g some meas ure of' prev ious ly unil ater
ally
exer Cise d auth ority , is ultim ately resp onsi ble
for
repr esen ting his and the orga niza tion 's inte rest
and play s an indis pens able role with the nego s
tiati ng
mech anism ••• his statu s and func tiona l pote ntial
with in the orga nizat iQn are 1U0re likel y to be
enha nced than eroded.~l
Sugg estio n II
In the appo intm ent of prin cipa ls, thei r abil ity
to
work with othe rs is becom ing a cruc ial fact or,
more
so now than ever be~ore. It is recom mend ed that
this role conc ept be stres sed with futu re admi
nistra tors durin g thei r I)erio d of' train ing and given
high prio rity when eval uatin g the adm inist rativ
e
pote ntial of a cand idate .
Luve rn Cunn ingha m, form erly dire ctor of the Midw
est Admi nistra tion Cent er at the Univ ersit y of Chic ago,
says :

80"C ollec tive Barg ainin g vs. l'ro:f essio nal Nego
tia tions
§eho ol Mana geme nt, IX (Nov embe r, 1965 ), 75.

t II

81We sley Wildm an t "Imp licat ions of' 'reac her Barg
ainin g for
SCho ol Adm inist ratio n." Phi Delt a Aapp ant XLVI
(Dec embe r, 1964 ),

155.

Sin ce ge nu ine pa rti cip ati
on of' the pr inC ipa l in
tea ch er ne go tia tio ns the
ms
elv es see ms an un lik ely
pr os pe ct, it wi ll be the
ind
ivi du al bu ild ing
pr inC ipa l who ba s ke pt
hi s Ce nce s me nde d in the
im po rta nt are a of pr in cip
thu s ha s wo n the res pe ct al- sta ft' in ter ac tio n an d
ult im iit ely IJr ev ail . Th oC hi s tea ch ers wh o wi ll
dra wn his au tho r! ty fro ote tld mi nis tra tor , who ha s
ra th er tha n Cro m pe rso na the na ttl re of' hi s OC i ice
wi ll no t sy rv lve the ch l an d pr of es sio na l so ur ce s,
an ge in tho au th or ity
str uc tu re . 82

13 3

SU lle sti on II I
Co urs es de ali ng wi th the
su cc es sfu l ha nd lin g of'
gro up s an d ind ivi du als
sh ou ld be pa rt of ev ery
ad mi ni str ato r's ba ck gro
un d.
Wh ile ad mi nis tra tiv e de
tai l an d cl er ic al wo rk are
in cr ea sing as tro no mi ca lly , es pe
cia lly sin ce the inC lue nc
o of the
fed era l go ve rnm en t in the
t'i eld of ed uc ati on , the
ne ed fo r
clo se r co mm un ica tio n be
tw een the IJr inc ipa l an d
his tea ch ers
bec om es mo re iap er ati ve
. It wo uld see m rea so na
ble , tho rcC ore ,
to ass um e th at aid as sh ou
ld be av ail ab le in eac h
sch oo l bu ild ing . Th e aid es co uld he
lp tea ch ers wi th no n-t ea
ch ing du tie s.
TIl ey co uld als o re lie ve
tho pr in cip al ot som e of
hi s re pe tit iv e
cle ric al du tie s so th at
he co uld spe nd hi s tim e
wi th the to ach ars an d the ed uc ati on
al pro gra m. Fo r th is is
wh ere he be lon gs
and wh ere he ca n ut ili ze
the sk ill s ac qu ire d in
the gro up
dy nam ics an d psy ch olo gy
co ur se s.
Dr . Be rna rd Do no van , Su
pe rin ten de nt of New Yo rk
Ci ty
sc ho ols , sa ys :

82Cu

nn ing ham , lo c. ci t., p.
9.

r 'fir ml y be lie ve , on thi} .sid(~
of' Hla nag em ent tha t
ed uc ati on al lea de rsh ip
is ne ce ssa ry . Go od su
pe rvi so r. an d goo d ad mi ni
str ato rs, wh o on ce we re
cla ssr oo m tea ch ers , are
ne ed ed in the sch oo l ••
I do n't thi nk th at we
can ju st ign ore S!h em an
d
ma ke the m cle rk s in the
or ga niz ati on . ~
1:f pr in cip als ar e to be
mo re tha n ju st cle rk s.
the y mu st
ha ve the ma na ge ria l tec
hn iqu es in th ei r ed uc ati
on al an d ex pe rie nt ia l ba ck gro un ds th
at wi ll en ab le the ro to
wo rk wi th Fe oi, le
ef' f'e cti ve ly.
Co urs es suc h a8 tho se
me nti on ed co uld be at'
im me asu rab le va lue .
~UI&estion

IV

It i 8 reC K> mtl len ded th at
pr inc ipa l,; jo in th eir
ow n
gro up to pr ot ec t th ei r
in ter es ts an d to end ow
the
ed uc ati on al po lic .ie s of'
inf orm od pu bli c op ini on th ei r sch oo ls thr ou gh
.

In the Na tio na l As so cia
tio n of" Se co nd ary Sc ho
ol Fr inc i.p als
Bu lle tin of thu Fo rty -n
int h Co nv en tio n it wa s
su gg est ed :
Pe rha ps pri nc i}. lal s an d
ad rni lli str a to rs ma y fin
d it
a mo re e:f (.'c tiv e pro ce
du re to pro vid e :fo r tha
i.r
ow n we lfa re in th eir reB
po cti ve sch oo l di str ic
ts
if' the y spe ak on th eir
ow n be ha lf ra th er tha n
rel yi ng :fo r rep res en tat
iol l on or ga niz ati on s wh
ich
co nc en tra te pr im ari ly
on so lvi ng tbe pro ble ms
pri ma ry co nc ern to tea
o£
ch ers .
Mo reo ver as im po rtan t as th eir we lfa re
is , ev en mo re im po rta nt
is
the po ss ib ili ty th at,
in
gro up . the y ca n be mo re sp ea kin g as a di sti nc t
ef'f~)c ti va in ad
va nc ing the
ed uc ati on al gro wt h of'
the yo un g peO l)le in th
eir
ch arg e, In ma int ain ing
the res po ct of the tea ch
ers
wh om the y su pe rv ise , an
d
fro m pr ac tic es wh ich ma in pr ote cti ng th eir SC hO O!S
y pro du ce su bs tan tia l
ha rm . 4:
a3 "C oll ec tiv e lia rga ini ng
vs . 1'r of0 88i o11 a1 Ne go tia
,§c ho ol Ma nas em ent , Xl
tio ns ."
(N ov em ber , 19 65 ), 71 .
84 J.NA '::"~
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Sugg estio n V
It is recom mend ed that there be an inclu sion of
the
prin cipa ls' repr esen tativ es in some pre-n egot iatio
l'l
work comm ittees if' not at the barg ainin g table
itself' to help prep are the coun ter-p ropo sals to
the
teac hers ' dema nds.
The repr esen tatio n on such a comm ittee woul d solv
e many
prob lems curr ently troublin~b adm inist rator s.
It woul d satis fy
the teac hers ' orga niza tion beca use no prinC ipal
woul d actu ally
bo a part of' the nego tiati ng team . It woul d satis
fy the prin cipals beca use they woul d have had a voic e in the
fina l deCi sion s,
and. if comm unica tion line s were kept open betw
een the supe rintend ent's ot:Ci co and the I·rin cipa ls, they woul
d know that thei r
inte rest s were bein g cons idere d. It woul d be
an acce pted fact
that conc essio ns woul d have to be made whic h woul
d devi ate {'rom
the pre- nego tiati ons goal s, but the devi ation s
woul d not be so
extre me that they woul d caus e anxi ety •
.su"p :estio n VI
I t is recom mend ed that the prin ci.pa l' s orga niza
cons ider form ing a prob lems comm ittee whic h coultion
d
be avai lable to offe r conn sel to a perp lexed prin
cipa l. It could also serv e an inse rvice func tion by pool ing the reso urce s "nd skil ls of the grou
p
for the bene fit of a memb er.
l'eop le can learn very effe ctive ly throu gh each
othe rs'
succ esses and t'ailu res, and such infor mati on woul
d be a grea t
nsse t to ttl;; prof essio n as a whol e. A comm ittee
with in the
orga niza tion woul d he in a valll;~lble posi tion to
rend er this
serv ice.
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SU33 ostio ns Cor Furt her study
Beca use the field oC colle ctive barg ainin g in
educ ation is
only begin n.ing to deve lop. nUU1Y ques tions rema
in unan swer ed.
Thes e ques tions sugg est poss 1bili ties for furth
..+r rese arch .
What prero gativ es do prin cil!a ls hold most dear?
3inc e
conc essio ns must be made at the barg ainin g tabl
e. whic h are most
like ly to alien ate prin cipa ls Crom the rest 01'
the educ ation al
start '! This is one area in whic h the prin cipa
ls must be voca l
and make thei r need s and f)roC essio nal opin ions
know n. It doe8
littl e good to wait for deve lopm ents to occu r
and then bemo an
the outco mes.
How profo und has the ,nove ment been in the Nati
onal cduc ation Asso ciati on to push admi ni::;t rator s into sepa
rate categ oric8
inste ad of' recogni~lng gene ral mem bersh ip in the
orga niza tion?
To what exte nt is tho orga niza tion will ing to
comp ete with the
Amer ican Fede ratio n of Teac hers For memb ers in
tho teach ing
prof essio n. Indi catio ns are that comp etitio n
ia Cier ce now and
will cont inue to be so in thQ :futu re. Ther e is
even an indi cation that some memb ers of both orga niza tions are
cons ideri ng a
marg er to elim inate the Fierc e comp etitio n for
mem bersh ip.
iiow stron g this move ment lligh t becom e is a matt
er ['or conj ecture .
Occa siona lly hint s \\Cere dropp ed at tho colle ctive
nego tiati ons inst itute s by lead ers of both f'act
ions
indic a tin~J; tha t some ldnd of' Na ti unal i!.duc ation
Asso cia tion- Ame rican Fede ratio n of Teac her ra.'f;
m0nt is in the of"f'i ng. At one poin t, Myro n LicLroch ecrma n

II
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(ins titut e co-d irect or at nark eley and Camb
ridge )
"Evo ry day that tho Nati onal ~ducation
Asso ciati on postp ones a merg er deal th~ price
goes
u:p."
~)e are not so sure .
In the forty state s
that do not yet have statu tos regu latin g coll
ectiv e
nego tiati ons Cor publ ic empl oyee s. Nati onal
~duca
tion Asso ciati on affi liate s are likel y to domi
nate.
As il. Cali rorn la, wher e tho powe reul Cali forn
ia
Teac hers Asso ciati on guid ed the esse ntia lly
anti unio n \tint. on bill into Jaw. the state asso ciati
on 85
will use thei r bett er orga niza tion to good efCe
ct.
remarl(f~d,

As more and more citie s are conf ronte d with
teach er
strik es, will the publ ic, throu gh thei r legi
slato rs, dema nd
legi slati on to rest rict the actio ns DC the teach
ers?
Will the
incre ased educ ati.o nal budg ets lead to bett er
teach ing and more
pupi l progr efH,'?

ilill the citiz ens vote f'or larg er ecluc ation
al

budg ets?
The solu tion to tho probl em of mili tant teac
her
dema nds does not lie sole ly, or cven prim arily
,
with the supe rinte nden t's agil ity or tho boar
d's
magn anim ity.
It is dire ctly rela ted to all even
more basic 811d frus trati ng issue :face d by scho
ol
adm inist rator s--sc hool rindn cing; and tho incr
easingly relu ctan t, of ton angr y, taxp ayer .
The actj.o n (or reac tion) of vote rs in Sout hern
Cali forn ia durin g tho past year (1967 ) to .fisc
al
elec tion s is only a slig ht exag gera tion or what
is
happ ening in ;.nany part s 0 f tho natio n.
Ther e t
taxp ayer s turnl~d down 29 out of 54 tax incre
ase
prop osal s, 30 out of 59 bond issue s and half
of'
all state lOAn prop osals (some of' these woul
d not
have requ ired addi tiona l taxc s).86
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85"1'- 'our Phi Velta Kapp all Inst itute s," Phi Delt
a .i'lapi }an,

XLIX (Oct ober , 1967 ), 65.

86I1 Nego tiatio n." Scho ol ."iana geme nt, 1.1

(Juno , 19G7 >, 81.
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One :fact stand s out amon g all these ques tions
.

Thor e are

those in educ ation ,,'flO prof ess a din'li nishi ng
role for prin cipa ls
It is tru.;, that tOH conf ront ation s with mode
rn issu es have
expo sed the weak nesse s Dnd inab ility to deal
with large prob lems of: sornft adm inist rator s.
11118 , howe v@r.

is a redu ction of

part icul ar prin cipa ls in

A

part icul ar situa tion , i t is not a

redu ct 'j on of the prin cipa lship .

The issu es, the chal leng es

have crea ted a need for & new type of prin cipa
l.
more capa ble perso n,

It

He must be a

man who can stand up f'or what is ri!Sh t.

a man who can influ ence thoB e aroun d him Cor
the good of' educ atioD and a man who can exhi bit true lead ersh ip_
This sort of'
prof' eshio nal adm inist rator CRn not only surv
ive mili tant
teach el"S and colle ctive nego tiati ons but can
make the princ i,pal ship a more indis pens able posi tion than aver
.

t\,PPE.NDIX I

East Sain t Loui. s i-'ubl ic Scho ols
Bast Sain t Loui s Teac hers' Loca l 1220 won excl
usiv e bargain ing righ ts in }1ay, 1957 . A .strik e was exec
uted ~lay 18, 1964:
and laste d four days . Tho majo r issue was wage
s but there was
much disag reem ent beca use of' the teach er dema
nds for pay for
strik e days . A pay raise was gran ted but a taxp
ayer SUCC 0SSfully

fou.~ht,

throu gh the circ uit cour t, the issue to exten d
the

scho ol calen dar four days for the purlH lse of payJ
ng strik ing
teac hers .
Anot her strik e, now calle d work stopp age. occu
rred
Augu st 30, 1967 and laste d eigh t work ing days
unti l

1967 .

Sel}tembE~r

The issue s were wage incre ases and work ing dema
nds.

12,

No

wage incre ase was gran ted, the iSHu e was put into
a non- bind ing
ract f'ind ing corru nittee , and the issu e becam e fina
lly a pres erva tiOll of' the exis ting cont ract.
The teach ers were also gran ted
a conc e.ssio n of' mak.i ng UII work ing days lost and
thus bein g paid .
A strik e threa t was narro wly aver ted in Septe mber
or 1966
by the gran ting of' a larg e incre ase 1-u salar y
and the adop tion
of' a very cont rove rsial cont rac t.
In :'larc h of' 1967 . Loca l 1220
voted again to rema in ofT the job if' any attem
.i-t was made to pay
them itt scrip .
TIle issue was reso l vod when a work ing cash fund
loan wa~ f'loa ted.
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Joli et Fubl ic Scho ols
Sch20 1 Dist rict No. 86
kill Coun ty;
The orig inal agree ment with the Teac hers Coor
dina ting
Comm ittee of the Joli et

~ducation

Fede ratio n of" Teac hers, Loca l 604,
not a form al cont ract.
Augu st, 1967 ).

Asso ciati on and the Joli et
\\'l'lS

Augu st, 1956 .

This was

(No form al cont ract is in eCfe ct as of

The agre(: .llUen t was inste ad the of'Ci cial esta b-

lishm ent of' a teach er coor dina ting comm ittee as
the reco gniz od
prof 'essi onal group with statu s and proc edur es
spel led out in the
Rule s and Regu latio ns of' the Dist rict. Ther e
have been no
subs eque nt "con tract s H but there is, of' nece ssity
, annu al
nego tiati on rela tive to all matt ers perta ining
to the prof' esAlJion al staff ' whic h resu l t in the rule s. regu latio
ns, poliC ies
and prac tices of' the Dist rict.
Ther e have been no strik es by the empl oyee a of'
the Joli et
l~ublic

Scho ols. Dist rict 86.

The Joli et Town ship High Scho ols

and Juni or Coll ege, Dist rict 204, had a strik e
in 1966 .

"'ROM l'UJ!; RULE S AND HiGGULA I'IONS OF
THE JOLI gT PUBL IC SCHOOLS
AnTICLEXLV--Co-ordill~

tion COIJJmi ttee

A comm i t tee cons istin g of" the Boar d of Scho ol
Insl J octo rs

as

it

whel e t and repre s(;!n tati ves of" ;;;,cho ol Adm inist
ra tion , the

Joli et Teac hers' Asso ciati on, and the Joli et
Teac hers' Unio n
shal l be main taine d to expe dite comm unica tions
, and act as coordi nato r in matt ers conc ernin g boar d-ad mini
strat ion- teac her
rela tion s.
At the requ est of" the re').i .'esen tativ es 01' eith
er the
Joli et Teac hers' Asso ciati on or the Joli et Teac
hers' Unio n a
meet ing of: the Co-o rdina tion Commi ttee shal l
be beld . l'his
requ est shal l be made throu gh the Scho ol Adm
inist ratio n, and the
meet ing shal l be held with in a reaao nabl e leng
th of' time (not to
exce ed 14 calen dar days ) afte r the requ est is
made .
As a matt er of polic y, a mid- year meet ing of
the Coordi natio n Comm ittee shal l be held , irro$ pect
ive of' othe r
meet ings.

In adva nce 0"£ all meet ings inclu ding the midyear

meet ing, each group shal l subm it to all part ies
a list of topic s
to be discu ssed .

APPE NDIX II

I.)UESTIONNAIHE
Plea se circ le tho answ er whic h best answ ers the
situa tion .
1. It seem s like ly that i1' an agree ment is reach
ed in a coll ective barg ainin g sess ion and there are port ions
whic
unre ason able to the scho ol build ing adm inist rator h seem
:

The SUIJ erint ende nt or the Doar d ot: Educ ation
these port ions in time . The advi sable reac tion will elim inate
is to rema in
calm and intru st nego tiati ons to them .
A.

The Supe rinte nden t or the B'H'lr d of' Educ ation will
mana ge to
elim inate these port ions in time . The best polic
y
is
to make
them awar e ot: the probl ems the agree ment migh t
caus e so they may
bett er unde rstan d the situ atio n.
B.

c. The Supe rinte nden t or the Boar d of l~ducation
not be able to retra ct conc essio ns once they are will prob ably
made . Ther- eCore , it is wise t:or l)rin cipa ls to make thei r
conc ern know n
be Core any agree ment s are reach ed.
0.
The Supe rinte nden t or the Boar d of' Educ ation know
what is
reaso nabl e and will not perm it unre ason able conc
essio ns to be
made .

2.
A.

In issue s lead ing to colle ctive barg ainin g. the
prin cipa l:

Shou ld align with the teac hers .
Shou ld align with the supe rinte nden t.
C. Shou ld rema in withd rawn :from the situa tion
beca use he is not
invo lved in the nego tiati ons.
iJ.
Shou ld be activ e with in a prin cipa ls' orga niza
tion to support what ever posi tion scem s to be appr opria te
on a part icul ar
issu e.

a.

•
3. ~ben a prin cipa l ente rs a griev anco sess ion
w:i.th a tea.c hers·
comm ittee at the build ing leve l:
A. The best appro ach is to be perf ectly frank
abou t his ::dde of"
the prob lems ilwd to state \\l'hy he is reeom mend
ing a cert ain cour s
of' aetio n.
B. The best appro neh is to liste n to the eomm
ittee but make no
state men t of his own othe r than tlH~ f'act that
he will ta},e the
prob lems undu r con. sider ation .

c. The best aprro ach is to liste n to the comr .dttee and make
minim al eone esaio ns so that he has barg ainin g
vowe r in futu re
80."3 8ion8 .
D.

Othe r

-----------------------------------------------------------------

4.

Prin cipa ls:
(when nego tiat:i ons are bein g cond ucted with a
teac bers ' grou p)

.\. Shou ld have a repr esen ta ti ve at the eoll ecti
ve
ta.bl e.

bar.~~aining

U. j-'rob ably don' t have the train ing to be inclu
ded in the e01lecti ve barg ainin g proc edur e but shou ld be aske
d :for sugg estio ns
on the issue s to be decid ed.

c.

Shou ld be notif 'ied of' whtl t trans pl res at the barg
ai.ni ng
table as it occu rs and the fina l resu lts.

D. Shou ld be noti fied of' the :fina l reau lta o:f a colle
ctive
barg ainin g sessi on only .

5.

In most area s wher e eolle ctivo barg ainin g occu
rs:

A.
nle prinC ipal is inf"o rmed of' l~hat is oecu rring
gain ing sess ion and is assu rod that his inte rests at the barand auth ority
aro bein g tully eODs idere d alon g with those of"
the teac hers .
The prin cipa l is f'ully inf'or med of' what is oecu
rring at the
barg ainin g sess ion but Ceel s that his inte rests
and auth ority
are not bein g Cully cons idere d when agree ment s
are bein g made .
C. The prin cipa l is neith er intor mad of' what
the barg ainin g sess ion nor is his auth ority or is occu rring at
inte rest s bein g
fully cons idere d when agree ment s are bein g reaeh
ed.
il.

D.
The prin cipa l is rellr esen ted at a barg ainin g
is not only Cully inr.or med of what is occu rring sess ion and so
takin g part activ ely in form ing the agree ment s. but is also

6.

Gene rally spea king , the role most like ly to be
dimi nishe d in
the futu re throu gh the proc ess or colle ctive barg
ainin
g is that
of the:
A.

B.
C.
D.

G.ene ral Supe rinte nden t.
Boar d of' ~ducation.
Scho ol Buil ding Adm inist rator .
Class roolD Teac her.

7. Prin cipa l X has just emer ged from a sess ion with the
grie vance comm ittee on the subj ect of stud ent disc iplin
e.
The
chai rman of the build ing leve l griev ance comEni t lee
t'ee1 s tha t the
righ ts of the teach ers are not bein g cons idere
d and that furth er
ser:;s ions are in orde r.
At this poin t Prin cipa l X prob ably r.ee1 s:
A. Sati sfied with the outco me beca use it is what
He has plan s Cor furth er meet ings whic h will make he expe cted.
them more
prod uctiv e.
B. Unea sy abou t the outco me beca use too many
conc essio ns will
be requ ired.

c. Frus trate d abou t the outco me beca use the teach
unre ason able . Tbei r dema nds will redu ce the prin ers are bein g
cipa l to littl e
more than a book keep er.
D. Cert ain that he has done ever ythin g to sett
le the situa tion
reaso nabl y and that the next step is to invo lve
othe r of'C icial s
in solv ing the prob lem.

8. In whic h of' the follo wing area s are teach er griev
auce s most
freq uent ly f'oun d:
A.
B.
C.
D.

Clas s size and stud ent disc iplin e.
~valuation of' teac her per:f orma nce
and teach ing meth ods.
Use of teach ers for othe r dutie s durin g thei r
:free perio ds.
Room and subj ect assig nmen ts in a build ing.

9. Scho ol Dist rict X has a colle ctive barg ainin
whic h 8vec ifies that pre:f cren tial treat men t in g agree ment
the assig nmen t ot:
subj ects and grad es shou ld be acco rded to teach
ers on the basi s
ot: teach ing seni ori ty in a scho ol.
Al thoug h this provi ,,sion in
the cont ract is not mand atory , the teach ers in
Scho ol A reel tha
thei r prin cipa l has not given it any cons idera
tion when he made
some rece nt assig nmen ts. They prot est to him
stron gly throu gh a
comm ittee of teac hers .
Perh aps the best appr oach to solv ing this probl
em woul d be
f'or the prin cipa l to do the follo wing :
A. Have a conC erenc e with the teac hers and try
to reso lve the
prob lem with a minim um of' atten tion from colle
ctive
barg ainin g
offi cial s and Cram high er adm inist rativ e scho ol
offi cial s.
B. Real ize that sinc(~ he has used his best judgm
ent in setti ng
up the a8sig nmen ts, it is now the func tion of'
the supe rinte nden t
to rein forc e his deci sion s.

c. Ask {'or a high er adm inist rativ e oC:f icial to be pres ent lllhcn
he meet s with the teac hers ' comm ittee to reso lve
the issu e.
D. Cont act the prin cipa ls' orga niza tion f:or prof'
eslSi onal advi ce
be:fo re proc eedin g.

lO. In many area s the prin ci.pa ls' sala ry sched
Ule is linke d to
the teac hers ' sala ry sche dule . In plac es wher e
this is true ,
the prin cipa ls;
A. Shou ld belon g to the same barg ainin g orga niza
tion that the
teach ers do and shou ld activ ely work for tho teac
hers
' sala ry
incr ease s.
D. Shou ld belon g to the same barg ainin g orga niza
tion thnt the
teach ers do but shou ld re:fr ain £rom work ing for
the
teac hers '
salar y increas~?s.
C. Shou ld have thei r own barg ainin g orga niza tion
but shou ld aid
the teach ers in obta ining salar y incr ease s.
D. Shou ld have thei r own barg ainin g orga niza tion
and shou ld
work for thei r own sala ry incre ases only .
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11. A prin cipa l who is abou t to ente r a build
ing leve l griev anc
sess ion with a comm ittee of' teac hers woul d :find
one ot: these subj ect area s the most impo rtant . a ~ckground of:
i-fhic h one?
A.
B.
C.
D.

12.

Labo r rela tion s cour ses.
Awu inist ratio n and supe rvisi on cour ses.
Grou p dyna mics cour ses.
Psyc holog y cour ses.

In most area s wher e colle ctive barg ainin g occu
r .. :

A. lriuc ipal s reta in tho nece ssary auth ority
as well as the
resp onsi bilit y or adm inist ering a scho ol.
D. Princ i,pal s reta in the resp onsi bilit y of: adm
inist ering a
scho ol but lose some ot: t.he auth ority .
C. ~rincipal8 reta in the resp onsi bilit y of' adm
inist ering a
scho ol but have thei r auth ority dimi nishe d to
the
I)oin t of not
bein g able to adm inist er a schc, ol prop erly.
D. ~rincipals reta in the nece ssary auth ority
and resp onsi bilit y
in adm inist ering a scho ol and in addi tion rind
thei r star e doing
8 bett er job beca use they are now
awar e oC the prob lems the
prin cipa l .face s.

13. with the incre ase of' teac her grou ps assum ing
maki ng deci sion s, princi~al8 t}pic ally find that the role of
. in supe rvisi ng
thei~ teac hers . there is:
A.
li.

C.
1).

Grea ter coop erati on than :form erly.
.'lore dif'f icult y than form erly.
Cons idera bly more diff icul ty than form erly.
No al,pr ociab le diffe renc e than form erly.

14.

Follo wing the trend in curr ent year s in colle ctive
barg aining, teach ers will most like ly go out on strik e
abou
t:
(assu ming salar y sche dule s are satis f'act ory)

A.
B.
C.
D.

Phys ical faci litie s and educ ation al equip ment .
Adm iuist rativ e assig nmen t of te;)c hers .
Repr esen tatio n on decis ion-m akin g grou ps.
Prin cipa l'. supe rvisi on of toac hers .

15. Ouri ng inten sive barg ainin g betw een the Boar
d o£ Educ ation
and the teach ers t orga niza tion. the Collo wing
is
most
like ly to
occu r:
A. Teac hers accel Jt adm inist rativ e direc tion bett
usua lly do and thei r leve l of' teach ing per:f orma er than they
nce is high er.
D. The teach ers acce pt adm inist rativ e dire ction
o:f coop erati on and the qual ity ot: thei r tenc: hing but thei r leve l
l)er:f orma nce
decl ines .

c.

The teach ers acce pt adm inist rativ e dire ction as
they usua lly
do and thei r leve l oC teach ing pert:o rman ce is
the same .
D. The teac hers seem prim arily conc erned abou
t
outco me and ever ythin g else suC£ ers as a resu lt. the barg ainin g

16.

In many ~chool dist ricts teac her repr esen tativ es
on the
build ing leve l comm ittee soem to be:

A. IJrim arily work ing towa rd bette ring the teach
ing pro:f essio n
and impr oving the educ ation al clim ate ot: the scho
ol.
B. Prim arily work ing towa rd impr oving the work
ing cond ition s o£
the teac hers .

c.

.Prim ari 1 y seek ing s ta tus in tho £acu l ty •

D. Prim arily aspi ring towa rd adm inist rativ e and
supe rviso ry
posi tions in the scho ol syste m.

17.

A prinC ipal just assig ned to a scho ol is like
of these grou ps most awar e o:f the trend s in colle ly to :find one
ctive barg aining and most activ e in them . ~hich grou p?

A.
D.
C.
D.

Youn g sing le wome n (20-3 5).
Youn g sing le men (20- '5).
Youn g marr ied men and wome n (20-3 5).
~addle-aged men and wome n.

18. IC a prin cipa l is to be an impo rtant part
of
staf f o£ the futu re, wllie h of' the f'ollo wing cour the educ ation a
ses or actio n is
most impo rtant ?

A. The prin cipa ls' auth ority in colle ct:i va barga
ininp : agree ment
must not be signe d m'iay by the boar d of educ ation
.
B. The prin cil,a ls must orga nize thei r own orga
niza tions to
insu re that thei r inte rests are prot ecte d.

c.

The prin cipa l must be lUore an orig inato r and stim ulato
r of
educ ation al prog ress and less a mere sign er of
pape rs.

D. The prin cipa l shou ld keep abre ast of teac hers
' dema nds and
by Judi ciou s plan ning , prev ent majo r flare ups
from occu rring .
19. Shou ld teach ers have the preo rgati ve o£ by-p
cipa l in disp utes and going to the cent ral staf'. assin g the prin
f if the prin cipa
is not invo lved dire ctly in the issue ?
A.
B.

res.
No.

20. A prin cipa l shou ld be more clos ely align ed
in most issue s
with the:
A.
D.

Supe rinte nden t.
Teac hers.

I£ you woul d care to comm ent upon some sign ifica
nt coll ective barg ainin g trend whic h dire ctly affe cts the
prin
cipa
l's
role a8 adm inist rator of' his scho ol and whic h
haa been over look ed in this ques tionn aire, spac e has been prov
ided on the
next page for your conv enien ce.
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